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imiTED  STAm  B]ilPAR']>irriIT  OF  AGKICULTURG 
production  and  Marlcotinf’  Administration 
5 IfashJnGton  25 , D . C . 

Tobacco  Branch 


To; 


B.  !T.  Herdor,  Assistant  Administrator  for  Manasotnont 


From;  Stephen  S.  Frathcr,  Deputy  Director,  Tobacco  Branch 
Subject;  Manacement  Improvement  Flap  - Tobacco  Branch 


Attached  is  the  Management  Improvement  Plan  for  the  Tobacco 
Branch  irhich  is  presented  on  a Divisional  basis  by  Programs 
or  Activities. 

It  Infgnnatlan  contained  therein 
is  for  Administrative  Use  only."" 
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Agriculture  - Washington 


TOBACCO  BRANCH  - PM 


Production  Programs  Division 
■ Tobacco  J^rketing  Quota  Program 

I.  INVENTORY  AI®  STATE^^ffiNT  OF  PEVIE?;!  FACILITIES  AI€)  TECHNIQUES 
1,  Program  Objectives  and  Operational  Plans 

a.  Basic  legislation  contained  in  the  Agricultural  Adjustment 
Act  of  1938,  as  amended,  provides  an  adequate  basis  for 
development’  of  operational  plans*  However,  iiKDre  specific 
legislative  authority  would  be  helpful  in  connection  with 
certain  program  objectives.  The  lack  of  specific  authority 
for  measurement  of  tobacco  acreages  makes  it  necessary  for 
us  to  rely  upon  such  provision  for  other  basic  commodities 
and  regulations.  The  lav/  is  not  entirely  adequate  in 
regard  to  the  reduction  of  allotments  where  fields  of 
tobacco  are  hidden.  Also,  the  interpretation  being 
applied  to  the  minimum  acreage  allotment  provision  should 
be  reviewed  and  clarified  with  an  appropriate  amendment, 

b.  No  statement  of  general  or  specific  objectives  (other 
than  the  statement  recently  developed  for  the  special 
project  on  review  of  PM  program  objectives)  has  been 
formulated. 

c.  The  objectives  of  the  Tobacco  Branch  as  contained  in  the 
statement  already  submitted,  and  which  are  directly 
related  to  the  Production  Programs  Division,  stress  the 
promotion  of  orderly  marketing  of  tobacco,  provisions  of 
adequate  supplies  and  reserves  of  tobacco,  and  for  opera- 
tion of  program  objectives  at  minimum  cost.  The  methods 
used  in  determining  that  such  objectives  are  in  line  with 
current  requirements,  legislative  policy  and  overall 
program  of  the  President,  the  Department  and  PM  insofar  as 
can  be  accomplished; 

(1)  When  the  national  marketing  quota  for  each  kind  of 
tobacco  for  which  a quota  is  proclaimed  is  to  be 
set,  recommendations  of  producers,  the  trade, 
consumers,  and  any  other  interested  persons  are 
invited  through  publication  in  the  Federal  Register 
of  the  Secretary's  intention  to  proclaim  a quota  by 
a certain  date  together  with  a request  for  any  views 
of  the  above  groups.  In  addition,  discussion  meetings 
are  held  to  v;hich  the  trade  and  farm  organizations 
are  invited  and  where  full  discussion  is  entered 
into  by  such  representatives  and  the  Department's 
representatives.  The  above  actions,  as  well  as 
subsequent  resultant  procedures,  are  checked  and 
cleared  with  the  Office  of  the  Assistant  Administrator 
for  Production. 
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{Z)  Intra-Branch  recommendations  are  based  on  findings 
made  after  thoroughly  and  systematically  reviewing 
all  pertinent  facts  and  data  in  the  light  of  applicable 
legislation.  The  Program  Analysis  and  Commodity 
Research  Division  has  and  carries  the  responsibility 
of  developing  the  statistics  on  which  the  national 
marketing  quota  is  based.  These  statistics  are 
thoroughly  discussed  with  the  Director  of  the  Tobacco 
Branch,  the  Production  Programs  Division,  the  liferketing 
/ Programs  Division,  and  others  in  the  Branch  whose  work 

is  related  to  the  subject.  This  is  done  on  an  informal 
basis,  but  the  very  best  thought  possible  goes  into  the 
consideration  of  establishment  of  the  national  marketing 
quota.  This  work  naturally  involves  a review  of  the 
basic  issues  involved  and  close  study  to  see  that  the 
• end  result  conforms  with  the  objectives  stated  above. 

The  orderly  marketing  of  tobacco,  which  is  itself 
dependent  to  a large  extent  on  the  national  quota, 
is  also  dependent  on  the  marketing  quota  program 
operated  by  the  Production  Programs  Division  under 
the  Branch  Director.  This  program  provides  for 
identification  of  all  tobacco  sold,  for  reports  by 
purchasers  and  producers,  and  for  maintenance  of  records 
by  purchasers,  processors,  and  transporters  subject  to 
examination  the  Secretary.  This  assures  that  tobacco 
sold  in  excess  of  the  individual  farm  marketing  quotas 
is  subject  to  penalty,  serving  as  a deterrent  to  market- 
ing more  tobacco  than  authorized.  Each  year  the 
regulations,  instructions,  and  forms  are  reviewed  in 
order  that  there  may  be  incorporated  any  desirable 
» improvements . These  improvements  are  suggested  by 
the  various  State  offices  and  also  by  representatives 
of  the  Tobacco  Branch  who  work  on  the  tobacco  marketing 
quota  program. ' These  improvements  are  reviewed  and 
measured  by  the  extent  to  which  they  can  reasonably  be 
expected  to  result  in  tighter  administration  of  the 
program,  since  the  purpose  of  the  program  is  to 
accomplish  the  objectives  of  the  Branch  as  stated  above. 


d.  Specific  work  plans  are  developed  for  and  followed  by  the 
Production  Programs  Division  on  a reasonable  time  table 
basis.  The  informational  material  used  in  connection  with 
referenda  is  prepared  and  disseminated  by  the  Division  well 
ahead  of  each  referendum  and  representatives  of  the 
Division  visit  and  work  with  State  PMA  Committees  in  order 
to  assist'  them  in  planning  their  educational  programs,  to 
review  the  problems  which  have  come  up  in  past  referenda, 
and  to  assist  them  in  every  way  possible  in  carrying  out 


1 
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the  meetings  of  producers,  committeemen,  and  others  in  , ^a§g|H 

connection  v/ith  the  referendum.  Time  table  operation  of 
determining  acreage  allotments  is  followed  so  as  to  issue 
notices  of  acreage  allotments  to  producers  prior  to  the 
referendum  and  as  early  as  possible  in  years  during  "r"I 

which  no  referendum  is  held.  This  work  has  to  be  fitted 
in  with  and  take  into  account  other  work  by  State  offices  . 

since  the  personnel  in  the  State  office  cannot  be  expanded  ^ 

and  reduced  spasmodically,  due  to  budgeted  funds  and  ■ ; vfi 

personnel.  The  direction  and  supervision  given  to  the  3 ■ 

State  office  work  in  connection  with  State  office  audits  ^ 

of  county  office  tobacco  marketing  quota  records,  audit  : 

and  analysis  of  reports  for  dealers  and  warehousemen,  and 
handling  violations,  is  scheduled  as  nearly  on  a timely 
basis  as  possible.  Representatives  of  the  Division  visit 
the  State  offices  (and  to  the  extent  required,  county  . 

offices)  and  assist  in  getting  the  work  done  in  a uniform 
manner  and  on  a timely  basis,  "'/Jhile  a reasonably  standard  : 

schedule  is  followed,  the  many  factors  involved  such  as  '-■ir 

availability  of  State^  office  personnel  at  a particular  ' , 

time  cause  the  schedule  to  be  practicably  elastic. 

(1)  Work  plans  do  include  deadline  dates  or  ’’target”  ' , ■ 

dates  on  all  work  vj-here  legal  significance  is  , . 4^ 

involved  (such  as  referenda  work  and  certain  other  . 

viTork),  and  in  all  work  there  is  at  least  a ’’target”  "-‘  S 


(Z)  Work  plans  are  reviewed,  usually  on  an  informal  basis,  ' 

by  the  Division  with  consultation  as  needed  with  the  -1 

Branch  Director,  This  is  necessary  in  order  to  adjust  . 
efforts  in  line  with  the  status  of  the  work  in  the  , S 

various  States  and  in  recognition  of  additional  mrk  ’’S 

thrust  upon  the  Division  because  of  necessary  collabora-  = 
tion  on  special  projects  originating  elsewhere  in  the 
Department. 

(3)  While  graphic  materials  are  not  used  to  great  degree  as  | 

such,  status  tables  and  similar  information  relative  to  S 

the  progress  on  the  various  phases  of  the  work  are 
prepared  for  use  by  the  Division  and  by  State  PMA. 

Committees  in  order  that  (a)  a picture  may  be  obtained 
as  to  the  relative  standing  of  each  .State,  and  (b)  in 
order  that  improvements  can  be  made  by  the  Branch  in  ^ ^ 

the  methods  of  getting  the  work  done.  No  formal  action,  . / :• 
beyond  that  involved  as  described,  is  contemplated,  . : ^ 

Z , Determining  Program  Results  ^ 


a.  Program  accomplishments  are  appraised  annually  with  respect 
to  determination  of  the  national  marketing  quota,  to  the 
extent  that  the  adjustment  effected  in  the  amount  of  tobacco 
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marketed  has  a direct  bearing  on  the  amount  of  the 
national  marketing  quota  next  to  be  proclaimed.  The 
total  supply  of  tobacco  of  the  various  tjrpes,  respectively, 
is  studied  very  carefully  in  coniurction  with  the  Program 
Analysis  and  Commodity  Research  Division^  and  consideration 
given  to  the  treatment  to  be  aoocrded  the  types  (including 
the  types  comprising  a single  kind  of  tobacco  such  as 
fire -cured). 

The  program  accomplishments  in  regard  to  orderly  marketing 
and  observance  of  budgetary  limitations  receive  both  annual 
and  daily  attention,  the  method  used  consisting  for  the  most 
part  of  appraising  the  work  in  its  day-to-day  and  week-to-week 
operation,  making  note  of  its  weaknesses  and  either  correcting 
them  at  the  time  or  placing  them  on  schedule  for  future  atten- 
tion, depending  on  the  nature  and  effect  of  such. 

b. 

As  indicated  above, 

(1)  Part  of  the  appraisal  is  made  at  intervals  throughout 
the  year,  and 

(2)  Part  is  made  at  the  conclusion  of  the  program  year. 

c. 

• 

Comparisons  are  made  by  years  on  certain  phases  of  the  work 
such  as  number  of  pending  violation  cases,  number  of  acreage 
allotments  reduced  because  of  violations,  the  amounts  of 
penalties  collected,  the  number  of  delinquent  dealer  and 
warehouse  reports,  and  some. other  phases  of  the  work. 
However,  the  exact  comparison  of  efficient  operation  of 
some  phases  of  the  work  by  years  is  not  entirely  feasible 5 
for  instance,  a relatively  high  production  due  to  good 
weather  will  result  in  a relatively  larger  carry-over  of 
tobacco  than  for  a year  when  production  conditions  were 
unfavorable  and  yet  the  mechanical  operations  of  the  program 
may  have  been  as  good  or  better  during  the  latter  year.  1 

d. 

As  indicated  in  (a)  and  (c)  above,  the  Division  operates 
rather  as  a single  unit  and  appraisals  of  its  accomplish- ’ 
ments  are  made  on  a Division  basis. 

e. 

No  arrangement  other  than  that  described  above  is  utilized.  ^ 

f . 

Aside  from  the  status  tables,  above  referred  to,  very  little 
formalized  reporting  is  done  except  with  respect  to  special 
individual  problem  cases  which  are  discussed  with  the 
Chief  or  Assistant  Chief,  or  in  some  cases,  with  the  Branch 
Director. 

B 


,\ 
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g.  The  action  taten  on  the  basis  of  such  appraisals  as  are 
made  takes  the  form  of  (1)  tightening  regulations,  or  (2) 
closer  surveillance  of  the  area  if  the  untoi'jard  development 
is  sufficiently  localized,  or  (3)  both.  It  is  felt  that 
only  by  working  together  as  a unit  is  it  possible  for  all 
representatives  of  the  Division  to  keep  propeafly  aware  of 
pertinent  developments. 

I ' 

h.  Reports  Required  or  Received  by  Tobacco  Branch  See  exhibits 
1-10  attached. 


\ 
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Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  1 

(1)  Penalties  and  Refunds — ^This  report  is  not  numbered, 

(Z)  This  report  is  submitted  by  17  State  ?Mk  offices  to 
’ the  Tobacco  Branch. 

(3)  This  report  is  submitted  monthly, 

(4)  This  report  shows  for  each  kind  of  tobacco  which  is 
subject  to  quotas  (a)  the  cumulative  amount  of  penalty 
collected  during  the  marketing  year,  (b)  the  amount 
refunded,  and  (c)  the  net  amount  deposited.  These 
items  are  required  by  the  Division,  and  are  not 
otherwise  available. 

(5)  This  information  is,  upon  receipt  in  the  Tobacco  Branch, 
compiled  and  made  available  on  request  to  members  of 
Congress,  Office  of  Budget,  and  other  interested  offices 
in  PM.  It  is  furnished  all  State  offices  quarterly  in 
the  report  entitled  ’’Quarterly  Report  on  Tobacco 
Marketing  Quota  Violations  and  Penalties  Collected”  as 
described  under  i below, 

(6)  The  report  was  (a)  originated  in  1946,  and  was  (b)  last 
revised  in  1950. 

(7)  It  is  not  considered  to  need  current  revision. 


(8)  Although  the  Fiscal  Branch  obtains  some  report  of 

penalties,  such  report  does  not  show  the  information 
by  kinds  of  tobacco  and  is  not  current.  Exploration 
has  shown  that  for  our  purposes  the  report  obtained 
by  the  Fiscal  Branch  is  not  adequate . 


(9)  Yi/e  do  not  know  of  any  other  PMA  report  that  this  report 
could  be  combined  with. 


(10)  The  reports  are  sulmiitted  in  duplicate  and  both  copies 

^ are  retained  by  the  Division.  One  copy  would  suffice, 

but  in  keeping  vfith  the  regular  procedure  of  sending 
two  copies  of  correspondence,  the  State  PMA  Committees 
submit  the  report  in  duplicate, 

(11)  The  report  is  required  by  MQ-74-Tobacco  (1950),  State 
Office  Instructions,  Tobacco  Marketing  Quotas,  1950-51 
Marketing  Year. 

(IZ)  It  is  considered  that  this  report  is  adequate  for  the 
purpose  it  is  designed  to  serve. 

(13)  YTith  respect  to  the  information  contained  in  this  report, 
we  do  not  consider  that  the  reports  are  subject  to 
elimination  or  simplification. 


h. 


Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  Z 


(1)  Tobacco  marketing  quota  producer  violations — This 
report  is  not  numbered. 

(Z)  This  report  is  submitted  by  17  State  ?Mk  offices,  to 
the  Tobacco  Branch. 

(3)  This  report  is  submitted  quarterly. 

(4)  This  report  shows  for  all  quota  kinds  of  tobacco  (a)  the 
cumulative  number  of  acreage  allotments  reduced,  (b)  the 
acreage  involved  in  the  allotments  reduced,  (c)  the 
amount  of  penalties  collected  administratively,  (d)  the 
amount  of  unpaid  penalties  remaining  on  the  register  of 
indebtedness,  (e)  the  number  of  pending  violation  cases, 
and  (f)  the  total  number  of  violation  cases  worked  on 
during  the  year.  These  items  are  required  by  the 
Division  and  are  not  otherwise  available. 

(5)  This  information  is,  upon  receipt  in  the  Tobacco  Branch, 
compiled  and  made  available  to  State  ?l1k  offices,  other 
?¥A  offices,  and  other  PM  Branches.  It  is  contained  in 
the  report  entitled  » Quarterly  Report  on  Tobacco  l/5arketing 
Quota  Violations  and  Penalties  Collected’*  as  described 
under  i below. 

(6)  The  first  report  issued  by  the  Tobacco  Branch  showed  the 
status  of  the  work,  as  reflected  by  the  items  specified 
under  (4)  immediately  above,  as  of  December  31,  1947. 

The  first  reports  submitted  by  the  $tate  PMA.  Committees 
were  made  in  late  December  of  1947.  The  report  has  not 
been  revised.  However,  the  report  entitled  ’»Penalties 
Collected’*  with  which  this  report  is  combined  for 
issuance  quarterly  by  the  Tobacco  Branch  was  revised 

in  1950. 

(7)  This  report  is  not  considered  to  need  current  revision. 

(8)  No  other  report  duplicates  the  information  in  the  report. 

(9)  1/Te  do  not  consider  it  practicable  to  combine  this  report 
with  any  other  report  submitted  by  State  PM  Committees. 


(10)  The  report  is  submitted  in  duplicate.  Both  copies  are 
retained  by  the  Division. 

(11)  The  report  is  required  by  MQ-74-Tobacco  (1950),  State 
Office  Instructions,  Tobacco  llarketing  Quotas,  1950-51 
Marketing  Year. 

(12)  Path  respect  to  the  information  in  this  report,  no 

I additional  reports  are  considered  necessary. 

(13)  Vfith  respect  to  the  information  in  this  report,  no  reports 
are  considered  subject*  to  elimination  or  simplification. 


h. 


Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  3 


(1)  Preliminary  allotment  data — This  report  is  not  numbered, 

(2)  This  report  is  submitted  by  17  State  PMA  offices  for 
each  kind  of  tobacco  subject  to  quotas, 

(3)  This  report  is  submitted  annually. 

(4)  This  report  shows  by  counties,  number  of  farms,,  the 
amount  of  increase  and  the  amount  of  decrease  from 
previous  allotments,  and  the  current  preliminary 
allotment. 

(5)  This  report  is  the  basis  for  determination  of  the  State 
factor  necessary  to  bring  the  preliminary  allotments 
within  the  State  acreage  allotment. 

(6)  The  report  was  originated  in  1940  and  revised  in  1950. 

(7)  The  report  is  not  considered  to  need  current  revision. 

(8)  No  other  report  duplicates  the  information  in  this  report, 

(9)  We  do  not  consider  that  ,this  report  could  be  combined 
with  any  other  report, 

(10)  One  copy  of  the  report  is  submitted. 

(11)  This  report  is ♦required  by  MQ-22-Tobacco  (1950),  Instruc- 
tions for  Determining  Tobacco  Acreage  Allotments  and 
Yields,  1950-51  ^ferketing  Year. 

(12)  "yith  respect  to  the  information  in  this  report,  no  addi- 
tional reports  are  considered  necessary. 

(13)  Tifith  respect  to  the  information  in  this  report,  no 
reports  are  considered  subject  to  elimination  or 

s implif ication . 


i 
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h.  Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  4 


(1)  Final  Allotment  Data — This  report  is  not  numbered. 

(2)  This  repprt  is  submitted  by  17  State  ?¥A  offices 
to  the  Tobacco  Branch. 

(3)  This  report  is  submitted  annually. 

(4)  This  report  shows  by  counties,  for  each  type  of  tobacco 
which  is  subject  to  quotas,  the  County  Committee  adjust- 
ments and  final  allotments. 

(5)  This  report  is  used  to  determine  whether  the  acreage 
allotted  is  within  the  State  acreage  allotment. 

(6)  The  report  was  originated  in  1940  and  last  revised  in 
1350. 

(7)  The  report  is  not  considered  to  need  current  revision. 

(8)  No  other  reports  duplicate  the  information  in  this 
report. 

(9)  There  is  no  other  report  with  v»fhich  this  report  could  be 
practicably  combined. 

(10)  One  copy  of  the  report  is  submitted. 

(11)  This  report  is  required  by  MQ-22-Tobacco  (1950), 
Instructions  for  Determining  Tobacco  Acreage  Allotments 
and  Yields,  1950-51  Marketing  Year. 

(12)  1/Tith  respect  to  the  information  in  this  report,  no 
additional  reports  are  considered  necessary. 

(13)  With  respect  to  the  information  in  this  report,  no 
report  is  considered  subject  to  elimination  or 
simplification. 


h.  Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  5 


(1)  Authorization  to  Issue  Memoranda  of  Sale — This  report 
consists  of  a copy  of  MQ-78-Tobacco  (1950). 

(2)  This  report  is  submitted  by  11  State  offices. 

(3)  This  report  is  submitted  annually. 

(4)  This  report  shows  (1  copy  of  MQ-78  for  each  warehouse) 
information  as  to  ovmership  and  operation  of  tobacco 
auction  warehouses. 

(5)  This  report  is  used  to  determine  the  names  of  persons 
interested  in  each  warehouse,  the  persons  authorized  to 
issue  memoranda  of  sale,  and  the  location  of  warehouse 
records. 

(6)  The  report  originated  in  1940  and  was  last  revised  in 
1950. 

(7)  The  report  is  not  considered  to  need  current  revision, 

(8)  No  other  reports  duplicate  the  information  in  this  report. 

(9)  There  is  no  other  report  with  which  this  report  could  be 
' advantageously  combined. 

(10)  One  copy  (for  each  v/arehouse)  of  this  report  is  received. 

(11)  This  report  is  required  by  MQ-74-Tobacco  (1950),  State 
Office  Instructions,  Tobacco  Iferketing  Quotas,  1950-51  . 
Jiiarketing  Year. 

(12)  Vi^ith  respect  to  the  information  in  this  report  it  is 
not  considered  that  additional  reports  are  necessary. 

(13)  ?ifith  respect  to  the  information  in  this  report  it  is 

not  considered  that  any  report  is  subject  to  elimination 
or  simplification. 


h. 


Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  6 


(1)  production  Data — This  report  is  not  numbered. 

(Z)  This  report  is  submitted  by  17  State  offices  to  the 
Tobacco  Branch. 

(5)  The  report  is  submitted  annually. 

(4)  This  report  shows  by  counties  for  each  type  of  tobacco 
(a)  pounds  marketed,  (b)  pounds  stored  and  not  marketed, 
(c)  the  total  production,  and  (d)  the  yield  per  acre. 

(5)  This  information  is  used  the  Tobacco  Branch  to 
substantiate  sales  markets,  check  on  county  average 
yields,  and  to  answer  inquiries  from  Members  of  Congress 
and  others.  The  information  in  this  report  is  compiled 
and  issued  as  described  under  (i)  - Exhibit  5. 

(6)  The  report  was  (a)  originated  in  1946  and  (b)  revised 
in  1950 . 

(7)  The  report  is  not  considered  to  need  current  revision. 

(8)  The  information  in  this  report  is  not  duplicated  by  any 
other  PM  report. 

(9)  There  is  no  other  report  with  which  the  report  could  be 
advantageously  combined. 

(10)  One  copy  of  the  report  is  received. 

(11)  The  report  is  required  by  MQ-74-Tobacco  (1950),  State 
Office  Instructions,  Tobacco  Marketing  Quotas,  1950-51 
Ifeirketing  Year. 

(12)  With  respect  to  the  information  in  this  report,  it  is 
not  considered  that  additional  reports  are  needed. 

(13)  Yfith  respect  to  the  information  in  this  report,  it  is 
not  considered  that  the  report  is  subject  to  elimination 
or  simplification. 


h.  Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  7 


(1)  Across -State-Line  Ifovement  of  Farm  Tobacco — This  report 
is  not  numbered, 

(Z)  This  report  is  submitted  by  11  State  offices  to  the 
Tobacco  Branch. 

I 

(3)  This  report  is  submitted  annually. 

(4)  The  report  shows  the  pounds  sold  in  States  other  than 
the  State  in  which  produced,  \'?hil^  only  11  State  offices 
make  the  report,  it  covers  tobacco  produced  in  17  States. 

(5)  This  information  is  compiled  annually  and  distributed  to 
State  ?¥ik  Committees,  as  described  under  (i)  - Exhibit  5. 
It  is  also  furnished  other  Divisions  in  the  Tobacco 
Branch. 

(6)  The  report  was  (a)  originated  in  1946  and  (b)  last 
revised  in  1950. 

(7)  It  is  not  considered  that  the  report  needs  current  revi- 
sion. 

(8)  No'  other  ?l'\k  reports  duplicate  this  information. 

(9)  It  is  not  considered  that  there  are  any  other  reports 
with  which  this  report  could  be  advantageously  combined, 

(10)  One  copy  of  the  report  is  received. 

(11)  This  report  is  required  by  MQ-74-Tobacco  (1950),  State 
Office  Instructions,  Tobacco  Marketing  Quotas,  1950-51 
Marketing  Year. 

(12)  ^lith  respect  to  the  information  in  this  report,  it  is 
not  considered  that  additional  reports  are  required. 

(13)  Ytfith  respect  to  the  information  in  this  report,  it  is 
not  considered  that  the  report  is  subject  to  elimination 
or  simplification. 


h.  Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  8 

(1)  Tabulation  of  Y/arehouse  Summaries — ^This  report  is  not 
numbered . 

(2)  This  report  is  submitted  by  11  State  PM  offices. 

(3)  This  report  is  submitted  annually. 

\ 

(4)  The  report  shows  the  purchases  and  resales  of  tobacco 
through  and  by  individual  warehousemen  and  markets. 
Yilhile  this  information  is  made  available  to  the 
Program  Analysis  and  Commodity  Research  Division,  it 
is  used  by  this  Division. 

(5)  The  report  is  used  to  determine  whether  all  tobacco 

handled  has  been  properly  identified  and  all  penalties 
due  collected.  / 

(6)  The  report  was  (a)  originated  in  1946  and  (b)  last 
revised  in  1950. 

(7)  The  report  is  not  considered  to  need  current  revision. 

(8)  No  other  reports  duplicate  this  report. 

(9)  There  is  no  other  report  vath  which  this  report  could 
advantageously  be  combined. 

(10)  One  copy  of  the  report  is  received, 

(11)  The  report  is  required  by  MQ-74-Tobacco  (1950),  State 
Office  Instructions,  Tobacco  Iferketing  Quotas,  1950-51 
Mrketing  Year, 

(IZ)  7»ath  respect  to  the  information  contained  in  the 

report,  no  additional  reports  are  considered  necessary, 

(13)  YiTith  respect  to  the  information  contained  in  the 
report,  the  report  is  not  considered  subject  to 
elimination  or  simplification. 


J’- 
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h.  Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  9 


(1)  Tabulation  of  Dealer  Sunmaries — This  report  is  not 
numbered. 

(2)  This  report  is  submitted  by  11  State  offices  to  the 
Tobacco  Branch. 

(3)  This  report  is  submitted  annually. 

(4)  This  report  shows  the  purchases  and  resales  of  tobacco 
by  dealers,  l^ile  this  information  is  made  available 

to  the  Program  Analysis  and  Commodity  Research  Division, 
it  is  used  ly  this  Division, 

(5)  The  report  is  used  to  determine  whether  all  tobacco 
handled  has  been  properly  identified  and  all  penalties 
due  collected. 

(6)  The  report  was  (a)  originated  in  1946  and  (b)  last 
revised  in  1950. 

(7)  It  is  not  considered  that  the  report  needs  current 
revision. 

(8)  No  other  reports  duplicate  the  information  in  this 
report. 

(9)  It  is  not  considered  that  there  are  any  reports  with 
which  this  report  could  advantageously  be  combined, 

(10)  One  copy  of  the  report  is  received. 

(11)  The  report  is  required  by  MQ-74-Tobacco  (1950),  State 
Office  Instructions,  Tobacco  I5arketing  Quotas,  1950-51 
Marketing  Year. 

(12)  With  respect  to  the  information  in  this  report,  it  is 
not  considered  that  additional  reports  are  required. 

(13)  'With  respect  to  the  information  in  this  report,  it  is 
not  considered  that  this  report  is  subject  to  elimi- 
nation or  simplification. 


h. 


Reports  Required  or  Received  by  Tobacco  Branch  Exhibit  10 


I r - 

K. 


(1)  Harvested  Acreage— This  report  is  not  numbered. 

(Z)  This  report  is  submitted  by  17  State  offices  to  the 
Tobacco  Branch, 


(3)  This  report  is  submitted  annually. 

(4)  This  report  shovfs  by  counties  for  each  type  of  tobacco 
(a)  the  total  acreage  harvested  and  (b)  the  total 
excess  acreage. 


(5)  The  report  is  used  in  checking  on  the  amounts  of 
penalties  collected,  in  ansvj-ering  inquiries  of  Members 
of  Congress  and  others,  and  for  comparison  with  allot- 
ments to  determine  trend  of  tobacco  production.  The 
information  is  compiled  and  distributed  as  indicated 
under  paragraph  (i)  - Exhibit  5,  in  the  report  of 
’’Tobacco  production,  harvested  acreage  of  tobacco, 
and  cross-State-line  movement  of  tobacco.” 

(6)  The  report  was  (a)  originated  in  1946  and  (b)  last 
revised  in  1950. 

I 

(7)  It  is  not  considered  that  the  report  needs  current 
revision. 


(8)  No  other  reports  duplicate  the  information  in 
this  report. 

(9)  There  is  no  other  report  with  which  this  report  could 
advantageously  be  combined. 


(10)  One  copy  of  the  report  is  received.* 

(11)  The  report  is  required  by  MQ-74-Tobacco  (1950),  State 
Office  Instructions,  Tobacco  Marketing  Quotas,  1950-51 
I^rketing  Year. 


(12)  With  respect  to  the  information  in  the  report,  it  is 
not  considered  that  additional  reports  are  needed. 

(13)  'With  respect  to  the  information  in  the  report,  it  is 
not  considered  that  this  report  is  subject  to 
elimination  or  simplification. 


I 
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production  Programs  Division 
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i.  Reports  prepared  hy  Division— See  exhibits  1-6  attached. 


i.  Reports  Prepared  by  Division 


Exhibit  1 


(1)  Quarterly  report  on  tobacco  marketing  quota  violations 
and  penalties  collected, 

(2)  Issued  quarterly. 

(3) '  Report  contains  (a)  number  of  tobacco  acreage  allot- 

ments reduced,  (b)  acreage  involved  in  such  reductions, 
(c)  total  penalty  collected  administratively  (other 
than  by  regular  procedure),  (d)  amount  of  unpaid 
penalty  remaining  on  the  debt  register,  (e)  total 
number  of  pending  violation  cases,  and  (f)  total 
number  of  cases  worked  on  during  the  year  1950;  also 
included  is  a report  of  penalties  collected,  by  types 
of  tobacco, 

(4)  The  report  was  originated  January  1,  1948,  although 
it  was  planned  during  the  latter  months  of  1947. 

It  has  not  been  revised,  and  no  revision  is  contemplated 
at  this  time. 

(5)  This  report  is  not  required  by  legislation  or  by  any 
regulations  or  instruction  but  it  is  considered  that 
the  report  serves  a good  purpose  as  an  incentive  to 
the  various  State  ?¥A  Committees  to  keep  the  v;ork 

in  their  respective  States  in  good  shape  since  the 
summary  report  shows  the  status  by  States  of  the  items 
named  above. 

(6)  The  various  State  TVA  Committees  submit  the  data 
quarterly  with  respect  to  their  respective  States 
to  the  Tobacco  Branch  upon  receipt  of  which  it  is 
summarized  by  the  Division  and  disseminated. 

(7)  The  information  in  the  report  is  not  duplicated  by  any 
other  reports, 

(8)  This  report  could  not  advantageously  be  combined  with 
any  other  report, 

(9)  The  number  of  copies  prepared  each  quarter  is  575, 

Copies  are  distributed  to  all  State  offices,  all 
Branches  in  PIvIA.,  F¥A  Area  Offices,  and  to  the 
Administrator  of  PMA. 

(10)  Each  quarterly  report  requires  a total  of  approximately 
8 hours  including  preparation  of  accompanying 
memorandum  and  not  including  the  mimeographing  and 
mailing. 

(11)  With  respect  to  the  information  contained  in  this 
report  it  is  not  considered  that  additional  reports  are 
necessary. 

(12)  Yn'ith  respect  to  the  information  contained  in  this 
report,  it  is  not  considered  that  the  report  is  subject 
to  elimination  or  simplification. 


i*  Reports  Prepared  by  Division 


Exhibit  Z 


(1)  Yearly  report  of  tobacco  acreage  allotted— This 
information  is  made  available  in  single  sheet 
form  and  is  later  published  by  the  Program 
AnaJ.ysis  and  Commodity  Research  Division  in 
Tobacco  Statistics,  It  is  not  believed  this 
report  should  be  discussed  item  by  item. 


i.  Reports  Prepared  by  Division 


Exhibit  3 


(1)  Review  conimittee  determinations  on  producers’  appeals 
with  respect  to  their  tobacco  acreage  allotments. 

This  report  is  issued  annually  and  shows  by  States 
the  number  of  appeals,  number  of  increases  granted, 
and  the  acreage  increase  granted.  This  report  is 
made  available  to  State  PM  Committees, 

It  is  not  considered  that  it  should  be  discussed  in 
outline  form. 


i 
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i.  Reports  Prepared  by  Division 


Exhibit  4 


(1)  Weekly  reports  containing  a summary  of  newsv/orthy 
items  relating  to  tobacco  programs. 

This  report  is  included  in  the  weekly  reports 
memorandum  of  the  Assistant  Administrator  for 
Jianagement.  It  is  not  considered  that  this  report 
should  be  discussed  in  outline  form. 


> 
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i.  Reports  Prepared  by  Division 


Exhibit  5 


(1)  Tobacco  production^  harvested  acreage  of  tobacco,  and 
cross-state  movement  of  tobacco. 

This  information, is  made  available  to  State  PMA 
Committees  in  leaflet  foi^m.  It  is  published  hy  the 
Program  Analysis  and  Commodity  Research  Division  in 
Tobacco  Statistics,  It  is  not  considered  that  this 
report  should  be  discussed  in  outline  form. 


i . Reports  ?re;oared  By  Division 


Exhibit  6 


(1)  Annual  report — This  repoi*t  is  made  annually  to  the 
Administrator. 

(2)  Annually. 

(3)  The  report  contains  a stateriient  of  the  responsibilities 
of  the  Division,  a background  statement  of  the  broad 
problem  involved  in  tobacco  roarketing  quotas,  and  a 
general  statement  of  the  achievements  of  past  operations 
under  quotas.  The  kinds  of  tobacco  affected  and  the 
referenda  results  are  briefly  stated.  The' scope  of 

the  program  as  to  number  of  farms  involved,  the 
regiolations,  instructions,  and  forms  prepared  by  the 
Division,  the  current  relative  adjustment  positions  of 
the  kinds  of  tobacco  affected,  the  relative  positions 
of  other  kinds  of  tobacco  which  are  approaching  quota 
positions  are  also  included.  A statement  is  contained 
showing  the  enforcement  provisions  of  the  program  and 
the  extent  of  their  application. 

(4)  The  report  is  a carry-over  from  the  annual  reports  made 
necessary  since  the  passage  of  the  Agricultural  Adjustment 
Act  of  195vB,  as  amended.  The  latest  revision  occurred  in 
1950  vjhich  resulted  in  excluding  any  reference  to  produc- 
tion goals  for  nonquota  kinds  of  tobacco — there  being  no 
production  goals  for  such  kinds  of  tobacco  for  1950. 

(5)  The'  report  is  required  by  the  Administrator. 

(6)  The  report  consists  of  infor-iiat ion  taken  from  reports 
obtained  from  State  Hi/\  Com-iittees,  the  Program  Analysis 
'and  Commodity  Research  Division,  and  from  our  knoiTledge 
of  the  program. 

'{7)  No  other  reports  duplicate  to  appreciable  degree  the 
information  contained  in  the  report. 

(8)  The  report  is  couabined  with  reports  from  the  other 
Divisions  in  the  Tobacco  Branch  into  a report  for  the 
Tobacco  Branch. 

(9)  The  original  and  five  copies  of  the  report  t/ere  made.  The 
Division  retained  a copy^  the  Branch  Director’s  office 
retained  a copy,  and,  the  original  and  three  copies  viere 
submitted  to  the  Office  of  Budget. 

(10)  About  eight  man  hours  are  required  to  make  the  report. 

(11)  Nith  respect  to  the  information  in  this  report,  it  is 
not  considered  that  additional  reports  are  necessary. 

(12)  VJith  respect  to  the  informtion  in  this  report,  it  is 
'not  considered  that  the  report  is  subject  to  elimination, 

or  further  simplification. 


No  additional  reports  are  planned.  None  of  the  above  reports  are  planned 
to  be  eliminated,  and  at  present  are  considered  adequately  simplified. 


/'  - 


Production  Programs  Division 


j.  No  formal  actions  are  reco/uriended  or  planned  with  respect 

to  effecting  improvements  in  any  of  the  above  review 

methods  or  facilities. 

Determining  jSfficiency  and  Economy 
Qi*  Organization 

(1)  The  organizational  structure  of  the  Division  results  in 
effective  administration  of  the  program.  Under  it,  as 
constituted,  there  is  considerable  interplay  of  activi- 
ties— that  is,  employees  shift  from  one  activity  to 
another  as  the  work  requires.  It  is  believed  that  this 
system  resiilts  in  the  giving  of  each  employee  a compre- 
hensive concept  of  the  v/ork  and  nalces  readily  available 
man  pov/er  for  any  activity  at  any  time.  Some  review  of 
the  structure  is  made  from  time  to  time,  but  so  far  w© 
have  not  devised  a more  generally  satisfactory  procedure, 

(2)  The  revieijs  mde,  while  meaningful,  are  not  of  stereotyped 
nature  and  take  the  form  of  common  sense  observation  and 
review  of  the  work  being  done.  As  explained  under  (1) 
iimoediately  above,  the  inten/orking  and  interlocking  nature 
of  the  prograia  work  does  not  make  for  a definite  deline- 
ation of  duties  whereby  an  employee  works  on  policy  or 
program  development,  for  instance,  to  the  exclusion  of  any 
work  on  administrative  and  service  activities, 

(3)  The  volume  of  vjork,  perforce,  is  considered, 

(4)  The  review  usually  consists  of  informal  discussion  at 
such  times  as  are  propitious, 

(5)  VJhile  we  naturally  discuss  the  State  PL'IA  office  organiza- 
tional structures,  we  have  no  field  offices  as  such  pf 
the  Division, 

(6)  The  guides  to  such  reviews  include  analyses  of  activities 
so  as  to  provide  for  as  much  consolidation  and  elijiiination 
as  possible.  The  degree  of  decentralization  provided  for 
in  the  present  structure  goes  about  as  far  as  at  present 
is  deemed  practicable. 

(7)  The  analysis  made  usually  involves  full  discussion  of 
the  subject  with  all  personnel, 

(8)  Comparisons  v/ith  other  "PUk  organizational  structures 
are  made.  However,  since  tobacco  has  been  under  quotas 
longer  than  any  other  comiaodity,  it  is  felt  that  the 
present  structure  is  rather  well  established  and  prac- 
ticable. 
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Production  Programs  Division 

(9)  Organizational  changes  are  made  viith  as  little  disruption 
of  xvork  and  personnel' as  possible.  Certain  internal  re- 
arrangements are  made,  hoxiever,  from  time  to  time,  but  only 
after  full  consideration  has  been  given  to  the  effect 
thereof. 

Revievfs  of  Procedures  and  liethods 

(1)  Annual  reviews  are  made  of  procedures  prior  to  issuance 
of  new  procedures.  Suggestions  are  obtained  from  State 
PMA  Committees  €ind  State  Office  personnel  which,  together 
V7ith  those  of  members  of  the  Division,  are  then  analyzed  , 
and  incorporated  in  the  new  procedure  or  are  discarded. 

(2)  The  annual  revievrs  made,  as  described  under  (l)  immediately 
above,  take  into  account  any  changes  in  program  requirements 

(3)  Our  procedures  are  used,  as  issued,  by  State  PM  Committees 
and  offices. 

(a)  All  interpretations  of  the  procedures  which  are 
issued  by  State  offices  to  county  offices  are 
examined  by  the  Division  in  order  to  check  on 
the  correctness  thereof. 

(b)  While  basic  procedures  are  issued  by  this  Division, 
if  one  State  office  issues  additional  letters  of  good 
instructions  to  county  offices,  the  letter  is  made 
available  to  other  State  offices  for  consideration. 

* 

(4)  Members  of  the  Division  visit  State  offices,  and  county 
offices  to  the  extent  needed,  to  direct  and  assist  in' 
the  execution  of  the  program  procedures.  In  this  v/ay,  a 
check  is  obtained  on  the  application  of  the  procedures. 

Procedures  developed  by  this  Division  are  based  on  years 
of  experience  and  incorporate  the  best  thinking  available 
during  those  years.  However,  we  are ' cognizant  of  pro- 
cedures issued  by  other  PMA  Branches,  and  full  considera- 
tion is  given  to  such  procedural  provisions. 

Our  procedures  are  detailed  and  cover  all  operations, 
although  this  does  not  mean  that  simplification  is  not 
stressed  wherever  possible. 

Since  have  standard  procedures,  the  v/ork  methods 
followed  by  State  offices  are  for  the  most  part  standard. 
However,  if  a State  office  develops  a meritorious  work 
method,  v^e  malwe  it  known  to  other  State  offices  by  letter 
or  verbally. 


(5) 

(6) 
(7) 

■j.  . 


Q 


-9  - 


Production  Programs  Division 

c.  Revievf  of  Staffing  Requirements  and  Utilization  of  Personnel 

(1)  The  nature  of  our  v/orlc  does  not  lend  itself  to  use  of 
standard  i?ork  units# 

(2)  No  standards  have  been  developed  to  determine  how  many 
units  should  be  turned  out  per  man-day  or  equivalent, 
nor  how  many  man-hours  a given  job  requires. 

(3)  Qnantitative  data  are  not  used,  except  in  a general 
way  and  in  conjunction  with  other  factors,  to  measure 
performance. 

(4)  Although  the  volume  of  work  is  taken  into  account  in 
developing  and  executing  a workxplan  for  the  program 
and  year,  standard  work  units  are  not  used. 

(5)  The  extent  to  which  work  is  properly  done  on  a timely 
basis  is  the  major  criteria  in  determining  quality  of 
performance. 

(6)  No  reports  as  such  are  used  to  measure  actual  performance 
against  standards,  total  work  load  and  backlog.  However, 
the  extent  to  v/hich  iTork  load  is  < kept  current  and  any 

^ ' backlogs  reduced  are  kept  in  mind. 

(7)  The  imits  of  work  performed  are  not  compared  with  adminis- 
trative costs  to 'determine  unit  costs,  although  cost  of 
printing,  travel,  and  other  administrative  items  are 
closely  v/atched. 

(8)  If  performance  of  individuals  falls  below  what  is  con- 
sidered adequate,  the  problem  is  studied  in  order  to 
determine  the  underlying  reasons  and  corrective  action 
instituted  accordingly. 

(9)  Distribution  of  v/orkload  is  made  on  the  basis  of  the 
relative  importance  of  the  different  activities  re- 
quiring action. 

(lO)  The  Division  reviev/s,  on  no  rigid  schedule,  the  duties 

being  performed  by  the  emplojrees  to  determine  the  general 
conformance  with  duties  set  forth  in  position  descriptions. 

d.  It  is  considered  that  the  present  system  of  reviexT  is  adequate 

and  no  particular  changes  are  contej3i>lated. 
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II.  mraroRT  op  facilities  akd  TsotiNiQiPEs  for  identifying 

PROELEI^  AMD  SCHEDULING  ACTION  ON  SOLUTION  OF  SUCH  PR0BLEI2S 

1.  The  folloT/ing  Branch  representatives  constitute  the  Branch 

Jvlanagement  Improvement  Committee: 

Stephen  E.  Nrather,  Deputy  Director— Chairman; 

Milton  S.  Briggs, 'Chief , Naval  Stores  Division— Member; 

M.  I.  Dunn,  Chief,  terketing  Services  Division— Member; 

J.  V.  Morrov;,  Chief,  Marketing  Programs  Division— Member; 

Geo.  E.  Povjell,  Chief,  Program  Analysis  and  Commodity 
Research' Division— lumber ; 

J.  J.  Todd,  Chief , 'Production  Programs  Division— Member;  and 

Frank  B.  Wilkinson,  Chief,  Tobacco  Standards  and  Technical 
Research  Division— Member. 

2,  A brief  description  of  the  methods  follov;ed  by  the  Division 

in  identifying  problems  and  scheduling  action  thereon  follows 

in  paragraph  ”3*’  below: 

3«  Outline  of  methods  used — 

a.  Review  methods  include  specific  reports,  field  visits, 
appraisals,  reviews  of  procedures  and  general  observation 
in  detec ting 'problem  areas.  * In  the  regular  operation  of 
the  programs,  most  problems  of  significant  magnitude  have 
been  encountered  and  action  scheduled  and  taken  thereon. 

b.  Depending  on  the 'nature  of  the  problem,  opinions  of  producer 
and  trade  groups,  members  of  Congress,  and  others  are  analyzed 
in  order  to  get  fiill  information  on  the  problem  involved, 

c.  The  additional  quota  crops  have  made  for  more  discussion  of 
problems  vdth  other  WiA  representatives  outside  the  Branch. 

d.  More  and' more  discussion  with  State  PMA  Committees,  it  is 
believed,  will  prove  helpful. 

e.  (1)  In  developing  schedules,  of  action,  the  priority  given 

is  dependent  on  the  problem.  For  instance,  most  of  our 
work  is  of  such  uniformity  that  most  problems  are  gener- 
ally applicable.  Such  procedural  items  as  rounding  of 
fractions  in  connection  V7ith  checking  acreage  measurements 
is  of  particular  importance  in  the  Burley  area  where  allot- 
ments are  relatively  small  as  comx)ared  v/ith  flue-cured 
allotments;  however,  while  the  problem  is  of  more  actual 
significance  on  Burley,  the  rule  is  Uniform  and  is  as 
applicable  to  all  types  as  to  Burley,  and  the  action  taken 
is  done  simultaneously  for  all  areas.  On  the  other  hand, 
the  problem  of  getting  dealers  and  warehousemen  to  execute 
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Production  Programs  Division 

bills 'Of  nonwarehouse  sale  is  of  equal  impoirbance  in  all 
areas,  but  is  more  acute  in  the  Burley  area  since  a 
greater  number  of  Burley  growers  send  rather  than  take 
their  tobacco  to  market  thereby  opening  opportunities 
for  misuse  of  their  marketing  cards  by  dealers  and  ware- 
housemen. Therefore,  more  emphasis  (in  the  form  of  more 
investigations)  is  given  Burley  than  flue-cured  on  this 
particular  problem*  The  number  of  employees  is  not  used 
as  a guide  in  assignment  of  action  on  most  problems. 

(2)  Problems  causing  administrative  difficulties,  if 
sufficiently  acute,  obviously  get  immediate  attention 
action. 

(3)  Schedules  of  action  iiiay  or  may  not  lend  themselves  to 
definite  dates  for  time  of  completion.  A problem 
which  can  be  solved  v;ithin  a week  is  usually  solved 

. within  that  time.  A specific  dealer  or  warehouseman 
violator  is  given  a definite  period  of  time  in  v/hich  to 
correct  erroneous  reports,  the  action  taken  after  such 
correction  has  or  has  not  been  made  being  dependent 
on  the  extent  of  prograra  injury  and  the  extent  to  which 
criminal  liability  may  be  involved.  Problems  involving 
a need  for  legislative  action  necessarily  av;ait  complete 
solution  until  needed  legislation  can  be  obtained. 

(4)  As  indicated  under  (3)  immediately  above,  action  schedules 
on  problems  subject  to  solution  on  a time  limit  basis  are 
so  treated  whereas  problems  not  subject  to  specific  time 
limits  are  handled  in  accordance  vjith  the  best  judgment 
possible. 

(5)  Employees  designated  to  v;ork  directly  on  individual  prob- 
lems expedite  such  vjork  in  such  ways  as  are  possible  and 
practicable;  usually  without  rigid  time  limits  being 
established,  there  being  reposed  in  the  individual  confi- 
dence that  he  mil  apply  himself  to  the  dut\»’  and  get  the 
desired  results  as  soon  as  ho  can  do  so. 

f.  Revievjs  of  coiimleted  actions  are  made  in  order  to  evaluate 
accomplishments  or  deficiencies  not  only  for  the  purpose  of 
considering  the  particular  improvement  as  applied  to  such 
case,  but  in  order  to  see  if  courses  of  similar  action  on 
kindred  or  other  problems  could  be  advantageously  patterned 
after  it. 
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Production  Programs  Division 

III.  I5Al^/^GEtI3I=3T  IMPROVEMENT  STATEEffitTTS  AND  REPORTS 

1.  Management  Improvement  Statements 

a.  Statements  Submitted  in  September  1949 

The  management  improvement  statement  submitted  in 
September  of  1949  to  the  Bureau  of  the  Budget  did 
not  include  any  improvement  plans  vrith  respect  to 
the  programs  of  the  Production  Programs  Division* 

Submission  of  Additional  Management  Improvement  Statements 

It  is  not  proposed  to  submit  at  this  time  any  management 
improvement  statements  for  the  Division  in  addition  to 
those  five  submitted  by  the  Division  in  September  of  1949 
and  V7hich  v/ere  not  submitted  to  the  Bureau  of  the  Budget* 

Number  of  Copies 

Since  no  changes  in  the  five  statements  already  on  file 
with  the  Program  iianagemeht  staff  are  being  made  except 
to  eliminate  four  of  them,  it  appears  that  there  is  no 
'"nuxTxber  of  copies”  problem. 

d*  Numbering 

The  remaining  statement  has  the  number  TB-4. 

e*  Assignment  of  Priorities 

Since  four  statements  are  being  eliminated  because  it 
appears  they  more  properly  should  be  considered  to  now 
represent  points 'of  administrative  nature,  the  remaining 
statement  should,  it  appears,  bear  the  priority  number  of  (I), 

Reports  See  exhibits  1-5  attached* 

a.  Reports  on  Individual  L^nagement  Problems 

Each  of  the  five  problems  (four  of  vjhich  are  being  eliminated) 
is  treated  on  separate  formats  as  the  exhibits  1-5  v:ill  shovj. 
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^ • Summary  Report  of  Management  Improvement  Action 

(1)  Major  opportunities  for  improvement  vjhich  have  been 
identified — ^v7e  feel  that  improvement  has  been  made 
in  the  area  of  performance  checking,  handling  of 
violations,  handling  of  dealer  and  warehcuse  reports, 
uniform  application  of  procedures,  as  v/ell  as  in  some 
other  fields.  We  have  not  achieved  the  desired  results 
with  respect 'to  the  Burley  minimum  allotment  problem. 

On  the  whole,  however,  we  /consider  that  better  adminis- 
tration of  the  tobacco  marketing  program  has  been  accom- 
plished. Although  thera  is  properly  reposed  in  the  State 
PI.IA  committees  authority  to  administer  the  program  in  the 
States,  we 'have,  by  closely  v/orking  v/ith  the  State 
Committees,  gradually  develoi>ed  to  a large  extent  effec- 
tive management  control  of  the  program  to  approximately 
the  optimum  point.  It  is  considered  that  the  individual 
management  status  reports  hereinbefore  set  forth  show 
that  considerable  attention  has  been  given  to  an  exami-' 

, nation  of  the  effectiveness  of  oiganization,  procedures,  etc. 

(2)  Action  Taken  The  statements  in  items  4 of  the  lianagement 
Improvement  Status  Reports  fairly  cover  the  action  taken 
in  the  areas  vdiere  inanagement  efforts  have  been  directed. 

As  has  been  brought  out,  the  areas  have  been  general  v/ith 
concentraction  of  efforts,  however,  on  a modified  localized 
basis  (for  instance,  the  special  efforts  put  forth  to  get 
bills  of  nonivarehouse  sale  executed)  depending  on  the 
relative  pertinence  of  the  problem  as  between  sections 

of  the  tobacco  growing  area. 

(3)  Benefits  Realized  Again,  the  individual  Management 
Improvement  Status  Reports  cover  the  benefits  derived 
from  application  of  our  directive  efforts  on  management 
and  program  improvement. 

(4)  Actions  Proposed  in  1951  and  1952  Reference  is  again 
made  to  the  individual  I^ianagement  Improvement  Status 
Reports.  The  work  on  tobacco  production  programs  will 
continue  to  receive  attention  and  ef fort ' toward  iit5)rovo- 
ment  wherever  possible.  It  must  be  said,  hov/ever,  that 
we  feel  we  have  the  programs  sufficiently,  in  hand  to 
justify  our  position  that  what  vfe  consider  most  needed 
is  the  continued  tight  administration  of  the  program  in 
keeping  v/ith  the  law  and  regulations.  Obviously,  the 
Burley  minimum  problem  is  still  xvith  us  and  management 
iriprovement  bearing  on  such  problem  v/ill  be  challenging. 
Hoxvever,  it  is  believed  the  i4anagement  Iiiprovement  Status 
Report  on  this  problem  adequately  covers  our  proposed 
future  actions. 


Production  Programs  Division 
V/arehouse  and  Dealer  Reports 

Management  Improvement  Statements  and  Reports— Exhibit  1 

MANAGEMENT  IMPROVEMENT  STATUS  REPORT 


1.  Branch  of  Office— Tobacco  Branch, 
Production  Programs  Division 

4 

2,  Date— Jtily  5,  1950. 

/ 

3*  This  Report  Covers  Management 
Improvement  Statement  No.  TB-1. 

4#  Action  taken  from  September  8,  1949,  to  June  30,  1950— Visits  have 
been  made  to  the  State  IMA  ofHces  where  direction  and  assistance 
has  been  given  in  auditing  and  analyzing  dealer  and  warehouse  reports. 
Reports  containing  discrepancies  were  called  to  the  attention  of  the 
pertinent  dealers  and  warehousemen.  V/here  excess  resales  of  tobacco 
were  involved  and' such  excess  not  adequately  proved  to  not  represent 
excess  tobacco,  penalties  were  collected  thereon.  Court  action  has 
been  resorted  to  in  several  cases  to  obtain  reports  and  penalties 
where  the  dealer  or  warehouseman  involved  did  not  file  or  rectify 
his  reports  and  pay  penalties  due. 

Man  years  spent  on  solution—  0.5 

5.  Action  to  be  talcen  during  fiscal  year  1951— This  worki  is  standardized 
to  the  point  v;here  it  may  fairly  be  considered  as  part  of  our  regular 
v7ork.  It  will  continue  to  require  much  time  and  effort,  but  we  do  not 
consider  that  it  should  be  held  as  a special  problem  when  compared  with 
the  rest  of  our  vjork. 

6.  Action  to  be  taken  during  fiscal  year  1952— See  comment  under  5 ' 

iimnediately  above* 

7.  Economies  or  Improvements  in  Service  IThich  Have  Resulted  from  Action 

Taken:  The  action  taken  during  the  past  2-3  years  has  meant  the 

difference  betvreen  obtaining  proper  reports  and  not  getting  them* 

This  has  been  quite  a problem,  but  we  believe  the  work  is  now  in 
fair  shape. 
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Production  Programs  Division 

Tobacco  1/Iarketing  Quota  Violations 

Management  Iri5)rovement  Statements  and  Reports — Eschibit  2 
MANAGEIvIENT  IMPROVS.IEOT  STATUS  REPORT 

1.  Branch  pr  Office— Tobacco  Branch, 

Production  Programs  Division* 

# 

2*  Date— July  5,  1950* 

0 

3*  This  Report  Covers  Manageltient 

In5)rovement  Statement  No.  TB-2. 

• # ^ 

4*  Action  taken  from  September  8,  1949,  to  June  30,  1950— By  working 

with  State  PMA  Committees  and  State  office  personnel,  we  have  gotten 
the  State  and  county  committees  to  handle  a greater  percentage  of 
the  violation  cases  in  the  States  without  resort  to  use  of  relatively 
higher  salaried  special  investigators  on  cases  possible  of  adminis- 
trative handling  by  State  and  county  administrative  employees.  Cwn- 
parative  status  repc/rts  shovriLng  for  each  State  the  number  of  acreage 
allotments  reduced,  the 'penalties  collected  administratively  (by  other 
than  regular  proced\iro),  the  amoimtsof  unpaid  penalties  remaining  on 
the  debt  register,  the  nutiber  of  pending  violation  cases,  and  the 
total  number  of  cases  i;orked  on,  have  been  disseminated  generally 
and  such  reports  serve  to  help  keep  this  work  before  the  State 
committees  where  the  relative  accomplishments  of  the  various  States 
can  be  readily  appreciated. ' Court  action  has  been  taken  ?xith  respect 
to  several  producer,  dealer,  and  warehouse  cases,  and  the  results  of 
such  cases  have  helped  give  meaning  to  the  punitive  provisions  of  the 
Act  with  respect  to  violations. 

Man  years  actually  spent  on  solution— 1 

5.  Action  to  be  taken  during  fiscal  year  1951— VRiile  this  problem  is 
being  eliminated  as  a formal  problem,  it  does  not  follow  that  work 
on  violations  is  to  be  relaxed.  Rather,  it  is  believed  that  the 
application  of  the  provisions  of  the  Act  and  of  the  regulations 
have  been  sufficiently  standardized  to  justify  placment  of  the  work 
in  the  category  of  regular  vrark  in  connection  with  tobacco  marketing 
quotas. 

6.  Action  to  be  taken  during  fiscal  year  1952 — See  comment  under  5 
imraediately  above. 

7.  Economies  or  in^rovements  in  service  which  have  resulted  from 
action  taken — In  the  first  place,  the  handling  of  the  bulk  of 
violations  by  special  investigators  would  entail  prohibitive 
expense.  Budgets  siii5)ly  do  not  provide  funds  for  handling  more 
than  a small  percentage  of  the  violations  by  such  investigators. 

The  improvement  in  the  v/ork  is  to  be  considered  in  the  nature  of 
stricter  coii^liance  vjith  the  prograra  provisions. 
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Uniformity 

Management  In5)rovement  Statements  and  Reports— Exhibit  3 

imAmmn!  B-IPROVEMEtlT  status  report 

1*  Branch  or  office— Tobacco  Branch, 
Production  Programs  Division. 

2.  Date— July  5,  I960. 

3.  This  report  covers  Management 
Improvement  Statement  No«  TB-3. 

4.  Action  taken  from  September  8,  1949,  to  June  30,  1950— great  amount 
of  v/ork  has  been  done  vjith  other  PMA  Branches  and  representatives  of 
the  office  of  the  Assistant  Administrator  for  Production  tov/ard  achieve- 
ment of  uniformity.  Regulation  requirements  have,  where  considered 
feasible,  been  made  comparable,  and  forms  and  instructions  have  been 
pulled  into  line,  as  betv:een  programs,  as  near  as  v/as  thought  practi- 
cable. Interpretations  of  the  performance  instructions  and  other 
instructions  have  been  checked  thoroughl5»“  vjith  the  Office  of  the 
Assistant  Administrator  for  Production  so  as  to  assure  insofar  as' 
possible  identical  interpretations  by  the  various  Branches.  Also, 

the  interiDretations  have  been  disseminated  to  State  Committees  so 
as  to  assure  uniformity  betv;een  the  States. 

Man  years  actually  spent  on  solution— 0.5 

5.  Action  to  be  talcen  during  fiscal  year  1951:  Work  will  continue 

along  the  line  described  under  4 above,  but  the  results  obtained 
are  believed  to  justify  the  inclusion  of  this  work  with  regular 
activities  rather  than  as  a special  problem. 

6.  Action  to  be  talcen  during  fiscal  year  1952:  See  comment  under  5 

imr/iediately  above. 

7.  Economies  or  Improvements  in  service  which  have  resulted  from  action 
taken— While  some  considerable  dollar  economy  has  resulted  tvithout 
question  from  the  work  done  on  achievement  of  uniformity,  the  improve- 
ment in  the  work  has  also  been  noticeable.  There  is  less  and  less  to 
be  seen  and  heard  of  one  State  doing  something  in  one  way  while  another 
State  does  the  same  job  under  an  interpretation  at  variance  with  the 
other(s). 
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Production  Programs  Division 

Burley  Minimum 

Management  Improvement  Statements  and  Reports— Exhibit  4 
MANAGaiENT  IMPROVEMENT  STATUS  REPORT 

!•  Branch  or  Office— Tobacco  Branch, 
Production  Programs  Division, 

2*  Date— July  5,  1950. 

3.  This  report  covers  Management 
Improvement  Statement  No.  TB-4. 

4.  Action  taken  from  November  10,  1949,  to  J\ine  30,  1950-«Tobacco 
Memorandum-66  was  issued  wherein  a tabulation  of  the  number  of 
1949  Burley  acreage  allotriients  b3r  size  groujjs  was  requested. 

This  information  was  summarized  in  the  Tobacco  Branch  and  showed 
{on  the  basis  of  1949  data  projected  for  1950)  that  65  percent 
of  farms  having  Burley  tobacco’ acreage  allotments  in  1950  have 
allotments  of  0.9  acre  or  less,  and  that  such  group  of  farms  have 
33  percent  of  the  total  acreage  allotted.  This  information  has 
been  made  available,  upon  request,  to  some  members  of  Cpngress, 
members  of  the  Department  and  State  PHA  committees. 

Man  years  actually  spent  on  solution— 0,3 

5.  Action  to  be  taken  during  fiscal  year  1951— Further  refinement  and 
wider  dissemination  will  be  made  of  the  data  and  infonnation. 

6.  Action  to  be  taken  during  fiscal  year  1952— Undetermined. 

7*  Econoraies  or  inqprovements  in  service  which  have  resulted 'from 
action  taken— ViOiile  no  economy  has  been  obtained  as  such,  it  is 
felt  that  a clearer  understanding  of  the  scope  of  the  problem 
constitutes  an  ir/5>rov0ment. 
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Production  Prograjns  Division 

Measvirenient 

Management  Improvement  Statements  and  Reports— Exhibit  5 

mmmmn  improtoott  status  report 

* 1,  Branch  or  Office— Tobacco  Branch 

Production  Programs  Division. 

2.  Date— July  5,  1950. 

3*  This  report  covers  Management 
Improvement  Statement  No.  TB-5. 

4.  Action  taken  from  September  8,  1949,  to  June  30,  1950— Field  visits 
to  State  offices  have  been  made  i:here  the  problem  v;as  discussed  with 
State  PB4A  committees.  Consultations  with  representatives  of  other 
PMA  Branches  and  v/ith  representatives  of  the  Office  of  the  Assistant 
Administrator  for  Production  have  been  held.  Es^hasis  on  use  of  new 
photography  and  more  detailed  instructions  on  checking  performance 
it  is  believed  have  resulted  in  better  measurement.  We  have  a case 
where  a producer  has  been  indicted  by  a Federal  Grand  Jury  for  filing 
a false  ac3?eage  report  (involving  hidden  fields  of  tobacco). 

Man  years  actually  spent  on  solution— 0*4 

5.  Action  to  be  taken  during  fiscal  year  1951«-This  problem  is  being 
eliminated  from  our  management  improvement  plan  since  it  is  considered 
to'  have  now  reached  the  point  of  constituting  a part  of  our  regular 
work  of  no  greater  import  than  the  rest  of  our  work. 

6.  Action  to  be  taken  during  fiscal  year  1952— See  5 above. 

7.  Economies  or  improvements  in  service  which  have  resulted  from  action 
taken— The  economy  and  improvement  are  in  the  form  of  more  general 
avxareness  by  State  and  county  comiuittees  of  the  need  for  constant 
improvement  of  performance  checking. 
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IV.  STATU, lENT  OF  CTJRREKT  METHODS  OF  IDENTIFYING  OUTSTANDING  AND  EFFICIENT 
UNITS,  SUPERVISORS  AND  EMPLOYEES 

1,  Hoy;  is  performance  measured->»Th9  Division  operates  largely  as  a 
single  unit,  so  that  the  achievements  are  largely  a composite  of 
the  united  efforts  of  the  members  of  the  Division.  There  is  not 
set  up  a definite  foimalized  schedule  for  cheeking  the  efficiency 
of  ei^Dloyees  (although  efficiency  ratings  are,  of  course,  made  in 
accordance  with  regular  requirements).  It  is  the  feeling  of  the 
employees  of  the  Division  that  it  is  the  Job  of  each  and  all  to 
make  the  program  work.  There  is  a limited  amount  of  application' 
of  praise,  its^  being  the  feeling  that  if  the  program  works  v;ell, 
each  employee  considers  such  fact  as  adequate  silent  tribute. 

a.  The  use  of  quantitative  standards  is  not  considered  particu- 
larly subject  to  application.  There  is  a total  amount  of 
vrork  to  be  done,  and  is  more  in  the  sense  of  the  extent  to 
v/hich  the  work  falls  short  of  being  done  that  this  factor 

is  considered  than  in  a totalling  up  of  quantitative  data. 

b.  Qualitative  standards:  are,,  applied  in  the  sense  that  where 
deficiencies  may  appear,  the  particular' short-cofiiing  is 
discussed  with  the  eraployee(s)  involved,  and  taken  into 
indirect  account  in  appraisal  of  the  enq>loyee(s) . 

c.  Personal  observation  of  ?/ork  performed  or  of  the  results  of 
such  work  is  necessary?’  to  the  identification  of  efficient 
and  outstanding  units,  supervisors  and  ejT5>loyees.  Obviously, 

• this  phase  of  appraisal  is  often  necessary  of  taking  into 
account  general  results  rather  than  following  in  detail 
specific  operations. 

d.  Reactions  of  the  public  served  are  definitely  taken  into 
account.  The  tobacco  farmers  generally,  as  v;ell  as  ware- 
housemen and  dealers,  is  a good  measure  of  the  effective- 
ness of  program  administration.  For  instance,  where  program 
violations  are  properly  handled  there  is  considerably  more 
respect  for  the  program  than  if  they  v;e  re  * permitted  to  go 
without  being  h^dled.  Reporting  systems,  if  comprehensive 
yet  reasonable  and  practicable,  gain  respect  of  farlners, 
dealers,  and  warehousemen.  The  nonfarming  general  public 

is  rather  well  aware  of  the  program  provisions  and  usually 
knov/s  within  a fair  degree  of  accuracy  the  extent  of  com- 
pliance with  the  provisions,  its  appraisal  of  the  program 
being  affected  accordingly. 

e.  Improvements  inaugurated  by  any  en5>loyee  are  thoroughly 
analyzed  before  the  in5)rovement  is  actually  made. 

f.  It  is  believed  that  no  other  particular  means  are  used  to 
appreciable  extent. 
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Production  Programs  Division 

2.  The  Division  recommends  proposals  for  av/ards  to  an  en^loyee 
based  on  an  appraisal  of  the  performance  of  the  particular 
eu^loyee.  The  Chief  of  the  Division  is  on  the  Tobacco  Branch 

. Committee  for  awards.  ' ^ 

3.  It  is  not  conten^lated  that  any  changes  in  the  method  of 
identifying  efficient  and  outstanding  employees  will  be 
undertaken. 
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TOBACCO  BRANCH  - Pm 


I&irketing  Programs  Division 
Tobacco  Price  Support  Program 

I.  INVENTORY  AND  SIATEmT  OF  CHPJIENT  REVOT  FACILITIES  AND  TECHNIQUES 
1 • Program  Objectives  and  Operational  Plans 

a.  The  Agricultural  Act  of  1949  authorizes  and  directs  the  Secretary 
of  Agriculture  • .to  make  available  through  loans,  purchases, 
or  other  operations,  price  support  to  cooperators  for  any  crop 

of  any  basic  agricultural  commodity.  • •”  Ihe  legislation  does 
not  provide  detailed  operational  plans,  nor  would  it  be  desir- 
able to  have  legislation  spell  out  operational  details  to  the 
extent  that  operations  would  be  inflexible.  On  the  other  hand, 
the  legislation  is  sufficiently  definite  and  to  the  point  that 
. there  is  no  question  as  to  the  over-all  objective. 

b.  No  formalized  statement  is  furnished  the  Branch  or  pm  offices 
other  than  the  yearly  program  dockets  and  Federal  Register 
statements  setting  forth  the  program  prepared  by  the  Division. 

The  use  of  staff  meetings,  conferences,  and  meetings  with  State 
office  personnel  are  used  to  point  up  the  objectives  of  the 
program. 

c.  (1)  Recommendations  are  obtained  from  producer  and  trade 

(consumer)  groups  through  meetings,  conferences,  and 
personal  discussion  and  correspondence. 

(2)  The  mrketing  Programs  Division  does  not  have  field  offices 
in  connection  with  the  price  support  program.  Intra-branch 
recommendations  are  obtained  through  discussion  and  con- 
ferences between  Branch  personnel,  coordinated  by  the 
Director  and  Deputy  Director. 

(3)  The  objectives  of  related  programs  within  ‘the  Branch  are 
reviewed  by  personnel  of  the  Branch  in  anticipating 
problems  based  on  past  experiences  and  the  handling  of 
such  problems  when  they  arise.  The  tobacco  price  sup- 
port program  for  each  crop  year  is  set  forth  in  docket 
form  for  a^^-^proval  of  Board  of  Commodity  Credit  Corporation. 
The  program  is,  therefore,  reviewed  by  the  various  Branches 
of  PJiiA  prior  to  approval  of  the  Board.  The  advice  and 
assistance  of  the  Fiscal  Branch  and  Solicitor  of  the  De- 
partment are  adhered  to  closely  in  operational  activities. 

d.  Generally,  no  complete  formalized  work  plan  is  developed  on  this 
program;  however,  the  \vork  to  be  done  and  the  timing  thereof  is 
carefully  planned  and  assigned.  This  planning  and  timing  is 
corre Hated  with  market  opening  dates,  availability  of  parity 
indeces,  completion  of  packing  and  cost  accounting  of  ’*Pool*’ 

of  tobacco  and  monthly  review  of  inventory  and  sales  reports. 
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As  the  major  operational  features  of  the  program  are  covered 
in  each  year's  docket,  its  review  by  staff  offices  of  PJ.3A 
prior  to  approval  of  the  Board  assures  that  budgetary  and 
other  administrative  liason  is  maintained  PlA-wise, 

(1)  Work  plans  include  informal  deadline  dates,  where  necessary* 

(2)  The  work  plans  are  reviewed  by  the  Chief  and  Assistant 
Chief  of  the  ivfe,rketing  Programs  Division,  and  on  the  more 
important  phases  of  the  program  by  the  Director  or  Deputy 
Director,  or  both* 

(3)  Ho  graphic  or  otlier  special  arrangements  are  used  routinely, 

e,  A continuing  effort  is  maintained  toward  improvement  in  the 
program,  based  on  problems  as  they  occur  or  are  anticipated. 

2 • Determining  Program  Results 

a.  The  marketing  system  and  the  character  of  the  tobacco  price 
support  program  is  such  that  ’’eligible”  tobacco  cannot  bring 
the  producer  less  than  the  prescribed  price  support  level* 
Comparison  of  price  support  levels  with  market  prices  re- 
ceived by  growers  show  effectiveness  of  primary  program  objec- 
tive* Losses  experienced  or  lack  thereof  illustrates  effec- 
tiveness of  disposition  methods* 

I 

b*  A continuous  appraisal  of  the  program  is  maintained  with  periodic 
modifications  being  effected  in  accordance  with  program  objec- 
tives* 

c*  The  tobacco  support  program  is  set  up  on  a crop  year  basis  and 
broken  dO'jm  by  kinds  of  tobacco*  The  practice  generally  fol- 
lowed is  to  examine  each  individual  operation  (kind  of  tobacco) 
against  the  prior  year’s  operation  as  v/ell  as  comparing  the 
operation  for  each  kind  of  tobacco  with  the  operations  for  all 
other  kinds . 

d*  The  ]i?arketing  Programs  Division  has  the  immediate  and  primary 
responsibility  for  the  operation  and  appraisal  of  program  ac- 
complishments under  the  Tobacco  Loan  .Program,  subject  to  over- 
all supervision  of  the  Branch  Director's  office* 

e,  f,  and  g.  In  view  of  the  small  organizational  structure  of  the 
jliSirketing  Programs  Division,  and  of  the  Branch  staff  generally, 
over-all  appraisal  is  conducted  on  an  informal  level  intra-Branch* 
The  Director  and  Deputy  Director  are  kept  informed  on  a day-to- 
day  basis  of  the  program  status  and  appraisals  showing  the  need 
for  action  in  some  part  of  the  program  are  acted  upon  immed- 
iately and  without  formality* 
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h*  See  separate  attachinent, 
i«  See  separate  attaohment. 

j.  No  forml  action  is  contemplated  with  respect  to  effecting 
improvements  at  this  time. 

3.  Determining  Efficiency  and  Economy 
a.  Review  of  Organization 

From  a practical  standpoint,  formal  periodic  reviews  of  organi- 
zational structure  of  the  IV^rketing  Programs  Division  on  a 
division  level  would  serve  little  purpose.  There  are  five 
professional  employees  in  the  Division,  all  directly  involved 
in  the  operation  of  the  Tobacco  Loan  Program.  This  is  a 
forced  budgetary  reduction  from  a minimum  of  seven  deemed  neces 
sary  for  the  operation  of  a program  of  this  magnitude.  The 
^vork  load  has,  of  necessity,  been  divided  generally  along  the 
following  lines:  the  Chief  and  Assistant  Chief  being  occupied 

v/ith  policy,  over-all  program  planning,  and  general  supervision 
one  employee  overseeing  fumigation  and  storage  of  loan  collat- 
eral; one  employee  devoted  to  budgetary  and  general  operation 
of  the  associations  under  contract  with  CCC;  and  one  employee 
handling  general  administration  and  violations  under  the  pro- 
gram. 

The  operation  of  the  Tobacco  Loan  Program  is  carried  out  by 
farmer  cooperative  associations  under  contract  with  CCC. 

Through  delegation  of  authority,  supervision  is  exercised  by 
the  Division  under  the  direction  of  the  Director  of  the  Branch. 

(1)  New  contracts  or  loan  agreements  are  entered  into  between 
CCC  and  the  associations  at  the  beginning  of  each  crop 
year,  thus  offering  an  opportune  time  to  review  the  or- 
ganizational structure  both  from  the  standpoint  of  ef- 
ficiency and  economy. 

(2)  There  are  eighteen  associations  now  under  contract;  there- 
fore, it  is  not  practical  here  to  make  detailed  reviews  of 
each  association. 

(3)  No  specific  man  hour  studies  are  mde  of  organization 
activities . 

(4)  Such  reviews  are  generally  carried  out  internally  to  work 
out  improvements  based  on  the  previous  year’s  ’operation, 
and  then  discussed  on  a conference  basis  with  officials 
of  the  associations o 

(5)  Field  offices  are  considered  in  reviewing  operations. 
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(6)  The  Division  does  not  inaintain  field  offices. 

(7)  This  question  is  not  applicable  to  this  operation. 

(8)  I'Jo  organizational  changes  have  been  plarmed  of  the  Division. 

(9)  No  organizational  changes  have  been  niade  in  the  Division, 
b.  Reviews  of  Procedures  and  jfethods 

Again  the  organizational  structure  of  the  Division  is  so  limited 

that  studies  of  this  scope  are  not  deemed  practical.  Sub- 

paragraphs  belov/  are  devoted  to  the  association  management 

problems. 

(1)  General  procedural  provisions  are  set  forth  in  CCC  loan 
agreements  with  associations.  As  the  operations  of  the 
associations  vary  widely  as  between  different  producing 
areas,  no  foriijal  directives  are  issued  by  the  Division. 
However,  close  supervision  is  exercised,  particularly  at 
the  beginning  of  each  crop  year.  This  includes  the 
drafting  of  contracts  with  the  various  associations  and 
their  sub-contracts  with  v;arehouses,  redriers,  or  packers 
and  storage  facilities.  Budgetary  control  is  maintained 
over  those  associations  drawing  overhead  expenses  from 
CCC  and  continuous  supervision  is  maintained  throughout 
the  crop  year  to  the  degree  possible  with  the  limited 
personnel  available  in  the  Division. 

(2)  See  (1)  above. 

(3)  No  procedures  are  issued  by  the  Division. 

(4)  Through  infrequent  visits  to  associations  and  discussions 
with  key  operating  officials. 

(5)  Operating  procedures  are  generally  reviewed  for  new  ideas 
or  more  efficient  procedures  of  comparable  nature. 

(6)  Work  methods  are  reviewed  informallj^  v/ith  suggestions  for 
simplification  offered  to  the  associations. 

(7)  At  regular  intervals,  key  officials  of  the  associations 
are  brought  together  and  new  ideas  and  work  methods  are 
discussed,  particularly  with  respect  to  those  items  that 
might  result  in  a reduction  of  overhead  expense  and  addi- 
tional safeguarding  of  loan  collateral. 
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c • Reviav^r  of  Staffing  Requirements  and  Utilization  of  Personnel 

(1)  Standard  work  units  have  not  been  established  by  the 
Division. 

t 

(2)  No  standards  have  been  established  by  the  Division. 

(3)  In  general,  the  quantitative  data  available  for  comparison 
of  efficiency  and  econony  practiced  by  the  associations  are 
limited  to  the  amount  (poundage)  of  tobacco  handled  by  the 
association  as  compared  to  the  expense  in  handling  the 
operation.  Cost  analyses  on  a comparative  basis  are  made 
for  this  piorpose  • 

(4)  Not  applicable. 

(5)  See  (b)  opening  paragraph. 

(6)  No  standard  reports  are  made  by  the  Division. 

(7)  Ijhits  of  work  are  not  compared  witl-i  a.dministration  expenses. 

(8)  Conferences  are  held  vmth  the  associations  and  the  problem 
is  worked  out  by  the  conference  rr^sthod. 

(9)  See  (3). 

(10)  See  (3). 

d.  A continuous  appraisal  will  be  maintained  to  achieve  maximum 
efficiency  and  eoonon^^  among  the  associations. 

II.  INmiTORY  STATSMSMT  OF  FACILITIES  AI'JD  TSCrETiqUES  FOR  IDENTIFYING 
PROBLEivE  MD  SCHEDULMG  ACTIOTi  ON  SOLUTION  OF  SUCH  PROBLEI^S 

a.  The  Tobacco  Branch  Office  i'ianagement  Advisory  Committee  is  com*- 
posed  of  the  Deputy  Director,  S.  E.  Yfrather,  Chairman,  and 
Division  Chiefs  M.  S.  Briggs,  M.  I.  Dunn,  J.  V.  Morrow,  G.’ E. 

Powell,  J.  J.  Todd,  and  F.B,  Wilkinson. 

c.  (1)  Review  methods  include  staff  discussions  on  both  Branch  and 

Division  level,  field  trips,  and  conferences  with  key  operating 
officials  of  the  associations.  Following  our  established 
practice  of  meeting  with  association  officials  and  the  trade 
prior  to  the  beginning  of  the  crop  year,  problems  have  been 
generally  solved  in  the  formative  stages. 

(2)  Opinions  of  all  interested  persons  are  closely  reviewed  with 
respect  to  problems  connected  with  the  program. 

(3)  No  additional  methods  of  identification  are  being  used  at 
this  time. 
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(4)  No  change  in  our  methods  of  identifying  problems  is  presently 
planned. 

(5)  The  activity  of  the  Division  is  for  all  practical  purposes 
geared  to  the  opening  of  the  marketing  season  for  the  various 
kinds  of  tobacco,  Yhich  are  spread  out  through  the  crop  year 
beginning  with  the  flue-cured  area  in  July  and  ending  up  with 
I^ryland  and  Puerto  Kican  crops  in  the  late  spring.  Calendar 
deadlines  are  not  officially  set;  however,  action  is  taken  on 
each  program  with  due  regard  to  the  opening  date  of  the  market 
ing  season. 

(6)  A continuous  review  of  completed  actions  is  maintained  with 
respect  to  the  program  for  each  kind  of  tobacco. 

III.  M#LKA(21MENT  BffHOVKMT  STATEMENTS  AND  REPORTS 

a.  (1)  No  revisions  of  the  statements  submitted  in  September,  1949, 

are  being  offered  at  this  time  nor  have  any  new  problems 
arisen.  # 

b.  (X)  A status  report  is  atinched  for  each  of  the  statements  sub- 

mitted by  this  Division  last  September. 

IV.  STATEMENT  OF  CURRENT  METHODS  OF  IDENTIPTING  OUTSTAICDING  AI^  EFFICIENT 
UNITS,  SUPERVISORS,  AND  EMPLOTEES 

Program  adndnistration  is  not  routine  and  we  feel  that  work  must  be 
tested  by  professional  rather  than  by  factory  standards.  Our  recogni- 
tion of  good  work  takes  the  form  of  personally  complimenting  the  in- 
dividual or  unit,  assigning  work  in  accordance  with  capabilities, 
recommending  promotions  whenever  merited,  and  giving  such  public 
recognition  to  the  staff  members  as  circumstances  permit  through 
assignments  involving  individual  responsibility  and  participation  in 
conferences . 


I.  i.  (1) 

Tobacco  Loan  Status,  Form  TB54« 

(2) 

This  roport  is  issued  monthly. 

(3) 

This  is  a report  on  each  crop  year  loan  to  each  organization 
including  total  green  v/eight,  total  redried  weight,  gross 
amount  loaned,  radried  weight  still  on  hand,  and  balance  of 
loan  outstanding*  The  information  is  summarized  by  crop 
year,  by  type  and  kind  of  tobacco  and  in  total. 

(4) 

The  report  was  originated  in  1946*  It  was  last  revised 

5/31/50. 

(5) 

This  report  is  a Branch  requirement. 

(6) 

PMA.  Form  221,  Loans  Held  by  Commodity  Credit  Corporation  is 
the  source  material  used  in  preparing  the  report* 

(7) 

There  is  no  duplication  of  this  report. 

(8) 

This  report  could  not  be  readily  combined  with  any  other  PMA. 
report. 

(9) 

(a)  Six  copies  of  the  report  are  prepared: 

I'^rketing  Programs  Div.  - 3 
Ihrketing  Services  Div.  - 1 
Assistant  Secretary,  CCC  - 1 

Director,  Tobacco  Branch,  for  review,  then  to  Comptroller 
CCC  - 1. 

(10) 

80  man-hours  are  required  to  prepare  the  report. 

(11) 

No  additional  reports  are  required  to  supplement  this  report. 

(12) 

f 

No  changes  are  suggested  for  this  report. 

I 


I*  i.  (Continued) 


(d)  Inventory  of  Tobacco  Pledged  to  CCC. 

(2)  Ihis  report  is  prepared  monthly • 

(3)  Reports  location  of  storage  points.  Association  for  whom 
stored,  crop  year,  type,  number  of  hogsheads  stored  and 
the ‘net  v/eight^  of  hogsheads* 

(4)  It  was  originated  in  1941  eind  revised  in  October  1947. 

(5)  The  report  is  a Branch  requirement* 

(6)  It  is  compiled  from  statements  presented  by  Banks  holding 
storage  receipts  as  agent  of  CCC,  PMft.  Form  221* 

(7)  There  are  no  duplications  of  this  report* 

(8)  The  report  could  not  be  readily  combined  with  any  other  PM^ 
report. 

(9)  Three  copies  are  prepared,  all  of  which  are  used  by  employe 
of  the  Division* 

(10)  24  man  hours  are  required  to  prepare  the  report* 

\ 

(U)  No  additional  routine  reports  are  required  at  this  time* 

0.2)  No  changes  are  suggested  for  this  report* 


I*  i.  (Continued) 

(1)  Progress  Report  (ii^rketing  Programs  Division) • 

(2)  This  report  is  prepared  annually* 

(3)  Contains  a brief,  concise,  report  of  the  activities  entered 
into  by  the  Division  during  the  fiscal  year,  the  accomplishments 
and  results  of  the  programs  and  any  special  items  deemed  to 

be  of  general  interest  concerning  such  activities. 

(4)  This  report  was  originated  in  1945.  (b)  Eaoh^year. 

(5)  PlvJA.  Procedure  Instruction  109.2  (5-23-49). 

(6)  Source  of  data  includes  program  files  maintained  by  asso- 
ciations, Tobacco  Loan  Status  Reports  and  Special  Program 
files. 

(7)  No  duplication  of  this  report  is  made. 

(8)  It  is  not  believed  that  such  report  should  be  combined. 

(9)  Six  copies  of  the  report  are  prepared  - five  to  the  Office 
of  Director,  - 1 for  files. 

(10)  24  iTian  hdors  are  required  to  prepare  tlie  report. 

(11)  This  report  has  of  necessity  been  streamlined  and  retains 
the  completeness  required  in  an  annual  report  of  this 
nature . 

(12)  No  change  is  recommended  by  the  Branch  for  this  report. 
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Status  Report 


1.  Tobacco  Branch 

2.  7/7/50  ^ ^ 

3.  TB-7 

4.  9/7/49 

Three-fifths  of  one  man  year 

5>  Further  survey  and  analysis  will  be  continued,  moving 

into  the  cigar  filler  types,  which  are  likely  to  request  sup- 
port assistance  during  the  forthcoming  fiscal  year* 

6.  None  planned  at  present. 

7*  Loans  were  effectively  handled  on  the  binder  type  producing 
areas  of  i&issachusatts  and  Connecticut  during  the  past  year, 
the  first  year  of  the  operation  in  the  area.  The  study  and 
work  completed  under  this  statement  was  in  large  measure 
responsible  for  holding  down  the  cost  of  the  program  and 
guaranteeing  its  success  from  both  producer  and  CCC  stand- 
point. 


Status  Report 


1*  Tobacco  Branch 

2.  7/7/50 

3.  TB-8 

ft 

4.  9/13/49 

^ «5  man  year 

5*  Continuation  of  study  as  set  forth  in  original  statement# 

6#  determined,  as  it  will  be  based  on  progress  of  analyza- 
tion# 

7.  As  action  taken  thus  far  has  been  of  a preliminary  nature, 
no  measurable  results  are  yet  pinpointed.  On  the  basis  of 
the  analysis  performed  to  date  less  efficient  subcontractors 
have  been  dropped  or  had  their  deficiencies  pointed  out 
with  subsequent  improvement  noted.  This  is  particularly 
applicable  in  the  case  of  packers  of  tobacco# 


Status  Report 


1.  Tobacco  Branch 

2.  7/7/50 

3.  TB-9 

4.  3/7/49 

2.1  man  years 

6*  Analyze  and  study  results  obtained  in  tests  conducted  in 
fire-cured  tobacco  area  through  the  past  fiscal  year. 

Based  on  these  results  reached,  it  is  expected  that  we 
will  be  in  a position  to  set  forth  procedures  this  year 
in  the  area  that  will  assure  CCC  of  a proper  moisture  * 
content  in  the  tobacco  packed  from  the  current  crop  and 
held  as  collateral  for  CCC  loans.  It  is  further  planned 
to  expand  these  tests  and  analyses  to  the  flue -cured, 
Burley,  and  Maryland  areas, 

6,  Iftide ter mined, 

7,  The  results  of  the  work  done  thus  far  will  be  assessable 
as  reflected  in  the  salability  of  collateral  tobacco  which 
will  be  packed  in  the  forthcoming  marketing  season. 
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Status  Report 


• 1 mn  year 


5.  Little  action  toward  solution  of  this  problem  can  be  ex- 
pected during  fiscal  year  1951  due  to  limited  personnel  and 
the  necessity  for  diverting  available  time  to  o'Uier  problems 
relatively  more  important  at- this  time,  principally  moisture 
testing  tobacco  being  processed  together  with  packing  and 
storage  problems. 

6.  Ikidetermined 

7.  None  ^ 
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Status  Report 


!•  Tobacco  Branch 

2.  7/7/50 

3.  TB-12  ■ , 

4.  9/7/49  ■ 

•5  man  year 

5.  Continuation  of  the  action  initiated  this  past  year  (sea  7). 

6 • lb.de  te  rmine  d • 

I 

7*  In  furtherance  of  this  project,  the  Board  of  Commodity 
Credit  Corporation  has  authorized  negotiation  of  export 
sales  of  loan  stocks  at  a reduced  price  on  an  additional 
usage  basis*  Negotiations  are  in  progress  with  several 
interested  concerns  and  it  appears  probable  that  a sub- 
stantial quantity  of  this  tobacco  may  be  exported  this 
year . 


Status  Report 


!• • Tobacco  Branch 

2 . 7/7/50 

3*  TB-16 

4.  9/7/49 

. .1  man  y<5ur 

5.  Ifti  do  ter  mined. 

6.  Uhde tor mined* 

7.  Vtf’ith  r-^spect  to  Japan,  preliminary  discussions  have  been 
held  with  representatives  of  the  Japanese  Tobacco  Monopoly, 
Defense  Department  officials  and  it  apperas  likely  that  a 
method  may  be  reached  in  the  near  future  that  will  allow 
for  the  importing  of  U.  S.  tobacco  in  the  area*  In  Korea, 
all  negotiations  are  at  an  indefinite  standstill  due  to 
the  military  operations  nov^  in  progress  in  the  country* 
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TOBACCO  BHAI^CH 


liARn^TniG  sBR^icss  Dmsior- 

I.  IITVBI^TORY  AlTD  SIAT^ISITT  OF  CTPJISITT  KSTIStf  rACILITIBS  AITD  TSCHITIQ.UES 
!•  Program  O'b.lectives  and  Operational  Plans; 

a.  The  Tobacco  Inspection  Act  of  19I?5  provides  for  insT>e«tlon  of 
tobacco  on  auction  markets  and  market  news  services  and  broadly 
states  the  objectives  of  the  urogram*  Prom  the  time  the 

• Tobacco  Inspection  Act  was  enacted  Into  law  the  Branch  has 
endeavored  to  affect  sound  and  economical  management  of  the 
prograjn*  The  field  work  is  divided  into  three  major  producing 
areas;  1 - flue-cured,  Virginia  fire-cured,  and  sun-cured; 

2 - light  air-cured  (Burley  and  Maryland);  and  ^ - fired  and 
dark  air-cured,  Bach  district  is  staffed  with  a District 
Supervisor  and  from  three  to  eight  Assistant  Supervisors, 
(depending  upon  the  volume  of  work 

b.  No  general  or  specific  objectives  have  been  formulated  and 
furnished  personnel  outside  of  the  Branch. 

c*  Methods  used  to  determine  specific  objectives  (such  as  quality 
of  work,  frecuency  of  reviews,  location  of  markets,  etc.)  are 
based  upon  recommendations  of  producers,  trade  groups,  personnel 
of  the  Branch,  and  upon  program  experience* 

(1)  Recommendations  of  producers,  trade,  and  other  groups  are 
received  through  correspondence  and  conferences* 

(2)  Intra-branch  recommendations  are  obtained  principally 

through  staff  meetings*  , 

(3)  Programs  are  reviewed  through  conferences  with  the  field 
supervisory  staff,  analysis  of  operating  reports,  and  direct 
observation  of  operations. 

d.  Work  plans  for  program  activities  are  developed  through  corres- 
pondence and  conferences  with  field  supervisory  personnel*  In 
developing  work  plans  the  general  scope  of  the  succeeding 
yearns  program  is  discussed  in  a planning  conference  with  field 
supervisory  personnel,  at  which  time  the  general  plan  of  operation 
is  developed*  Consideration  is  given  to  availability  of  funds 
and  personnel  and  to  all  other  factors  necessary  to  developing 
a work  plan*  Management  schedules  are  v^orked  up  to  provide 
for  the  transfer  of  personnel  from  one  district  to  another  in 
order  that  full  utilization  may  be  made  of  technical  personnel. 

(1)  Target  dates  are  necessary  to  insure  full  utilization  of 
technical  personnel,  and  to  meet  specific  marketing 
requirements. 

(2)  Work  plans  are  reviewed  and  discussed  at  staff  meetings 
and  conferences  with  field  personnel*  Such  discussions 
and  reviews  are  aimed  at  improving  the  operations. 
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(3)  Graphs  are  not  needed  for  presentir^g  or  summarizing  the 
major  elements  in  the  work  plan* 

2m  Determining  Program  Res^lltst 

a.  Methods  used  to  appraise  program  accomplishments  in  terms  of 
program  objectives  include  the  following; 

Conferences  and  correspondence  with  Tobacco  Branch  field 
officials. 

Analysis  of  operating  reports. 

On-the-spot  checks  and  surveys  in  the  field. 

/ 

b.  Appraisal  of  program  accomplishments  are  constantly  being 
made  during  each  program  year. 

(1)  During  the  year,  while  program  operations  are  in  progress, 
it  is  possible  to  evaluate  the  operations. 

(2)  At  the  conclusion  of  the  program  operation  or  fiscal  year, 
conferences  are  held  with  field  supervisory  staff  to  obtain 
reports  on  operations  and  to  secure  their  suggestions, 
recommendations,  and  viewpoints  to  be  used  in  projecting 
the  program  for  the  next  year, 

c.  Comparisons  axe  made  of  current  program  accomplishments  with 
those  of  previous  programs. 

d.  Each  division  is  responsible  primarily  for  the  appraisal  of 
its  program  accomplishments.  Appraisal  of  the  overall  program 
accomplishments  rests  with  the  Office  of  the  Director. 

e.  No  other  arrangement  than  that  referred  to  in  d is  utilized. 

f.  Appraisals  of  program  res\ilts  are  reported  to  the  Office  of  the 
Director.  These  reports  are  informal. 

g.  Action  to  improve  or  facilitate  the  program  is  Initiated  ^ 

after  such  appraisal. 

h.  Reports  Required  or  Received  by  Branch  see  exhibits  1 through  11. 

i.  Reports  Prepared  by  Branch  see  exhibit  la 
3*  Determining  Efficiency  and  Economy. 

a.  Review  of  organization. 

(1)  Periodic  reviews  are  made  to  determine  tha,t  existing 
organizational  structure  is  the  most  effective  to  meet 
the  program  needs  within  the  budgetary  limitations. 

(2)  Such  reviews  determine  the  functional  assignments  and 
performance  for  units  and  individuals. 

(3)  TDlume  of  work  is  considered. 
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(4)  Review  Is  conducted  “by  the  Branch  Director,  Deuuty  Director, 
Division  Chief,  and  Assistant  Division  Chief*  These 
reviews  are  conducted  periodically,  depending  upon  the 
change  in  v/ork  load. 

(5)  Field  offices  are  Included  in  the  review. 

(6)  The  information  obtained  by  the  review  determines  organiza- 
tional changes  which  may  result  in  the  elimination  or 
consolidation  of  certain  phases  of  the  work,  efficient  or 
proper  utilization  of  man-power  within  budgetary  limitations. 

(7)  Analysis  of  organizational  structure  is  always  made  in 
consultation  with  key  operating  personnel. 

(8)  Organizational  structure  of  other  Tlik  branches  or  offices 
is  considered  but  because  of  the  nature  of  the  tobacco 
work  the  organizational  structure  of  the  Tobacco  Br^ch 
cannot  well  be  patterned  along  the  lines  of  other  PMA 
organizations. 

(9)  Organizational  changes  are  requested  when  indicated  throxigh 
recommendations  to  appropriate  staff  offices  of  PMA. 

b.  Reviews  of  -procedures  and  methods; 

(1)  Regular  review  of  the  operations  determine  adequacy  of 
procedures  and  methods. 

(2)  All  program  recuirements  are  based  on  a calendar  or  crop 
year  and  procedures  are  revised  annually  and  changes  mde 
when  the  need  arises. 

(3)  !To  procedures  are  reissued  by  State  or  County  Offices. 

(4)  Compliance  with  procedure  requirements  in  the  Washington 
office  are  checked  by  officials  of  the  Tobacco  Branch 

* responsible  for  their  execution.  Supervisory  personnel  of 
the  Washington  office  check  compliance  through  frequent 
field  visits. 

(5)  Procedures  of  other  Branches  are  considered. 

(6)  All  work  methods  are  reviewed  regularly  for  the  pwpose  of 
simplification  both  in  the  Branch  and  as  they  apply  to  the 
field. 

(7)  Better  work  methods  developed  by  one  field  office  are 
brought  to  the  attention  of  other  field  offices  through 
correspondence  and  field  visits  of  the  Tobacco  Branch 
personnel. 

c#  Review  of  Staffing  Requirements  and  Utilization  of  Personnel* 

(1)  Standard  performance  work  units  have  been  developed. 
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(2)  A high  degree  of  work  variables  prevents  establishment  of 
standards  to  show  hov/  many  units  should  be  turned  out  for 
man-day  or  how  many  man-hours  a given  job  requires* 

(3)  Performance  standards  involving  both  quantitative  and 
qualitative  standards  are  used# 

(4)  Standard  work  units  are  used  in  developing  and  executing 
the  work  plan  for  the  program#  Man-hours  and  costs  are 
used  for  control  purposes* 

(5)  The  quality  of  performance  is  determined  through  constant 
supervision  of  the  employee  and  refresher  and  grading 
courses  in  tobacco  to  determine  efficiency* 

(6)  Ho  formal  reports  are  used  to  measure  performance  against 
standards,  total  work  load  and  back-log. 

(7)  Man-hours  are  used  for  control  purposes  and  are  a basis 
for  determining  unit  costs* 

(8)  V/hen  it  is  determined  that  performance  of  individuals  is 
below  standard,  corrections  are  made  throoigh  conferences, 
intensive  training,  reassignment,  or  other  appropriate 
action*  Substandard  performance  In  the  field  is  reported 
to* the  Director  of  the  Tobacco  Branch,  together  with 
recommendations  for  corrective  action# 

(9)  The  duties  of  the  employee  are  reviewed  with  a view  of 
properly  distributing  the  work  load  among  individ\ials# 

(10)  The  duties  of  the  employees  are  reviewed  for  conformity 
vdth  duties  set  forth  in  position  descriptions# 

d#  ITo  action  is  planned  or  recommended  for  effecting  Improvements 

In  the  above  review  methods# 

II.  IHVEITTQRY  STiiTMStTT  0?  FACILITIES  rdTD  TDCHHIQ.USS  FOR  IDDITTIFYnT&  ' 

BR0BLSI4S  ■ JJD  SCHEDULING  ACTION  OH  SOLITTION  OB  SUCH  PROBLEMS 

a#  The  Deputy  Director  of  the  Tobacco  Branch,  S.  S#  V/rather,  has 
been  designated  by  the  Branch  Director  to  be  responsible  for  the 
Management  Advisory  Reports  for  the  Branch,  with  the  following 
committee: 

M.  S.  Briggs 
M.  I*  Dunn 
J.  V.  Morrow 
G-*  E#  Powell 
J#  J#  Todd 
P#  B#  Wilkinson 

b#  Methods  used  by  the  Division  in  Identifying  problems  and  scheduling 
action  thereon  follows  in  paragraph  £ below: 
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c*  0utllne  of  Methods  used. 

(1)  Specific  reports  from  field  supervisors.  Also,  frequent 
field  visits  are  made  hy  the  officials  of  the  Tobacco  Branch 
In  order  to  review  and  aporalse  methods  being  used. 

(2)  Opinions  and  reactions  of  producers  and  trade  groups, 

Members  of  Congress,  and  other  PMA  units  are  solicited  In 
order  to  Identify  problems, 

(3)  llo  additional  methods  of  Identifying  problems  are  now  being 
used. 

(4)  No  Improvements  in  methods  to  identify  problems  are  planned. 

(5)  In  developing  schedule  of  action,  priority  Is  not  given  to 
the  major  areas  but  to  the  areas  In  which  problems  have 
arisen  which  require  immediate  attention. 

(6)  Planned  reviews  are  mo.de  of  completed  actions  to  effect 
accomplishments  or  deficiencies. 


Ill  MANACEMENT  IMPRQVSMSITT  STATIl^TTS  AITP  RSPOHTS 


a.  Management  Improvement  Statements 

(1)  Statements  submitted  in  September  1949 

Management  improvement  statement  was  submitted  in  September 
1949. 


(2)  Submission  of  additional  management  'im-nrovement  statements 

It  is  not  proposed  to  submit  at  this  time  any  additional 
management  improvement  statements  for  the  Division. 

(3)  Number  of  copies 

No  copies  required  since  no  new  or  revised  management 
improvement  statements  anticipated  at  this  time. 

(4)  Numbering 

Numbering  not  required  since  no  new  statements  anticipated 
at  this  time  and  no  action  will  be  taken  on  management 
improvement  statement  submitted  in  September, 

(5)  Assignment  of  Priorities 

Assignment  of  a priority  number  not  necessary  since  no 
management  improvement  statement  submitted. 
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Reijorts 


(1)  ReT3orts  on  Indlvldua.1  Management  Problems  See  exhibit® lb  and 
2b. 

(2)  Summary  Ret>ort  of  Management  ImT)rovement  Action 

(a)  Ha.1or  OT^nortunities  for  Improvement  which  have  been 
Identified.  Individual  management  improvement  statements 

have  not  been  submitted, 

/ 

(b)  Actions  Taken » ITo  action  taken, 

(c)  Benefits  Realized,  Ho  benefits  have  been  realized 

' since  no  management  improvements  efforts  have  been 

made  in  any  general  area. 

(d)  Actions  !^roT>08ed  in  1951  and  1952.  Ho  action  -oroposed 
in  1961  and  1962. 

IV.  STATBKBITT  OF  CURH5ITT  MRTH0D3  OF  IDg^TIFYIHG  OUTST.:UH)I]^G  AHD  BFPICIBHT 
tTHITS.  SHPmviSORS  AlTD  MPLOYESS. 

1.  Performance  Is  measured  as  follows; 

(a)  Through  quantitative  and  qualitative  standards# 

(b)  Through  observation  of  work  being  performed  by  Branch 
supervisory  personnel. 

(c)  Through  reaction  of  public  served. 

(d)  Through  analysis  of  improvements  inaugurated  by  the 
supervisors  and  employees. 

2.  Awards  are  recommended  at  the  supervisory  level  when  performance 
permits. 

3.  Ho  change  is  anticipated  In  methods  of  identifying  efficient  and 
outstanding  units  ond  employees  planned. 
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REPORTS  RECSIVSD 


EXHIBIT  1 


(1)  GROSS  SALES  REPORTS  TB-32-^3-34-36-36-43-^5  and  4 not  numbered 

y 

(2)  Received  from  2 district  offices* 

(3)  Submitted  daily  during  marketing  season* 

(4)  Gross  sales,  value,  and  average  price  by  markets,  daily  and  season 
to  date,  covering  14  tynes* 

(5)  Used  as  basis  of  sales  figures  in  market  news  reports* 

(6)  (a)  Originated  1939 
(b)  Revised  1947 

(7)  The  form  does  not  need  revision  at  this  time. 

(8)  We  know  of  no  other  PMA.  re^oorts  which *ln  any  way  dunlicate  this 
report. 

(9)  We  know  of  no  other  PMA,  report  with  which  this  report  could  be 
combined. 

(10)  1 copy  received  in  Washington  office  - no  distribution* 

(11)  The  report  Is  required  by  the  program  procedure* 

(12)  ITo  additional  information  or  reports  are  required  for  reviewing 
program  operations  and  results* 

(13)  Ho  reports  being  received  can  be  eliminated  dr  simplified. 


HSPORTS  RECEIVED 


(1)  FIRS-CURSD  AlID  DARK  AIR-OPJSD  S;J.ES  RECORD  TB27 

(2)  Received  from  1 District  office* 

(3)  Sutmitted  monthly  during  season  and  for  season  for  6 types*,. 

(4)  Sales  hy  markets. 

(5)  Used  as  hasis  of  sales  figures  In  market  reviews. 

(6)  (a)  Originated  1937 
(h)  Revised  1947 

(7)  The  form  does  not  need  revision  at  this  time* 

(8)  We  knovf  of  no  other  PMA  reports  which  in  any  vray  duplicate  this 
r epor  t » 

(9)  We  know  of  no  other  PilA  renort  with  which  this  report  could  be 
combined. 

(10)  1 copy  received  in  Washington  office  - no  distribution. 

(11)  The  report  is  required  by  the  program  procedure. 

(12)  Uo  additional  information  or  reports  are  required  for  reviewing’ 
program  operations  and  results. 

(13)  ITo  reports  being  received  can  be  eliminated  or  simplified. 


IlSPOHTS  KSCEI7ED 


EXHIBIT  3 


(1) 

(3) 

(4) 

(5) 

(6) 

(7) 

(8) 

(9) 

(10) 


(13) 


perm/uteitt  rscohd  of  sjass  tb-so 

Received  from  2 -District  offices* 

Sutmitted  annually. 

Lots*  dollars,  pounds,  averages  "by  U*  S.  grades,  covering  14  types', 
weekly  and  season  to  date* 

Basis  of  average  prices  in  market  news  reports*  ^ 

(a)  Originated  1931 

(b)  ITo  revision  • 

The  form  does  not  need  revision  at  this  time* 


We  knovr  of  no  other  PMA.  reports  which  in  any  way  duplicate  this 

report. 

We  know  of  no  other  PMA.  report  with  which  this  report  could  be 
combined. 

1 copy  received  In  Washington  office  - no  distribution*  ‘ 

The  report  is  required  by  the  urogram  procedure* 

ITo  additional  information  or  reports  are  reouired  for  reviewing 
program  operations  and  results. 

ITo  reports  being  received  can  be  eliminated  or  simplified. 


RCPOHTS  R7.C31  mi 


EXHIBIT  4 


(1)  WEIGHT  OF  TOBACCO  PER  PIAHT  TB-11 

(2)  Received  from  2 District  offices* 

{3)  Submitted  weekly  during  demonstration  periods# 

(4)  Weight  statistics  of  plants# 

(5|  Information  relative  to  production# 

(6)  (a)  Originated  1940 
(b)  Revised  1950 

(7)  The  form  does  not  need  revision  at  this  time# 

, I 

(8)  We  know  of  no  other  PMA.  reports  which  dur>licate  this  report# 

(9)  We  know  of  no  other  PMA  report  with  which  this  report  could  be 
combined# 

(10)  2 copies  received  -*  Washington  office,  one  distributed  to  BAE  office 

(11)  The  report  is  required  by  the  program  procedure. 

(18)  ITo  additional  information  cr  re-oorts  are  reouired  for  reviewing 
program  operations  and  results. 

(13)  Ho  rexx)rts  being  received  can  be  eliminated  or  simplified# 
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EXHIBIT  5 


(1)  WEEiay  REPORT  OH  BEMOHSTRaTIOIT  services  TB-29 

(2)  Received  from  3 District  offices* 

(3)  Submitted  weekly  during  demonstration  periods. 

(4)  Gives  location  and  attendance  at  demonstration  meetings. 

(5)  Compiled  as  office  record. 

(6)  (a)  Originated  1940 
(b)  Revised  1949, 

(7)  The  form  does  not  need  revision  at  this  time. 

(8)  ¥e  know  of  no  other  PMA  reports  which  d\tpllcate  this  report. 

(9)  We  know  of  no  other  PMA  report  with  which  this  report  could  be 
combined. 

(10)  1 copy  received  in  Washington  office. 

(11)  The  report  is  required  by  the  program  procedure. 

(12)  Ho  additional  information  or  reports  are  reouired  for  reviewing 
program  operations  and  results. 

(13)  Ho  reports  being  received  can  be  eliminated  or  simollfied. 
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(1)  STATUS  Aim  TR^UTSm  R3P0RT  TB-45 

(2)  Received  from  field  emiDloyee  direct. 

(3)  Sul)mitted  continuously  upon  transfer  of  employee. 

(4)  Gives  market  location  and  home  address  of  employee* 

(5)  Washington  office  control  and  reference*  | 

(6)  (a)  Originated  1947  ( 

(h)  ITo  revision 

(7)  The  form  does  not  need  revision  at  this  time. 

(8)  We  know  of  no  other  PMA  reports  which  duplicate  this  report* 

(9)  We  know  of  no  other  PMA  report  with  which  this  report  co;ild  he 
combined. 

(10)  1 copy  received  - Washington  office. 

(11)  The  report  is  required  by  the  program  procedure. 

(12)  Uo  additional  Information  or  reports  are  required  for  reviewing 
program  operations  and  results. 

(13)  No  reports  being  received  can  be  eliminated  or  simplified. 


a 


v'-r 


m 


-V 


-r-: 


t 


\ 


# 


( 


/" 


) 


RSPOHTS  RSCSIVSD 


^IBIT  7 


(1)  KSPOHT  OF  v:/iIlEHOUS3S  TB-60 

(2)  Received  from  field  employee  direct, 

(3)  Stl^bmltted  annually* 

(4)  Gives  names  of  wareho’uses  l)y  markets,  ''proprietors  and  home  addresses* 

(5)  Washington  office  file  and  reference* 

(6)  (a)  Originated  1949 
(h)  ITo  revision 

(7)  The  form  does  not  need  revision  at  this  time* 

(8)  We  know  of  no  other  PMA.  reports  which  duplicate  this  report. 

(9)  We  know  of  no  other  VUA  report  with  which  this  report  could  he 
combined* 

(10)  1 copy  received  - Washington  office.  , 

(11)  The  report  is  required  by  the  program  procedure* 

(12)  ITo  additional  information  or  reports  are  required  for  reviewing 
program  operations  and  results* 

(13)  ITo  reports  being  received  can  be  eliminated  or  simplified. 
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REPQHTS  RSCSI7ED 


(1)  SSMI-MOITTHLY  WORK  REPORT  TB-28 

(2)  Hec<=iived  from  3 District  offices  and  6 Area  offices. 

(3)  SulDmitted  semi-monthly. 

(4)  Shows  assignment  and  work  performed  hy  inspectors. 

(5)  Washington  office  file  and  reference. 

(6)  (a)  Originated  1945 
(h)  Revised  1946 

(7)  The  form  does  not  need  revision  at  this  time. 

(8)  We  knov;  of  no  other  PMA  reports  which  duplicate  this  report. 

(9)  We  knew  of  no  other  PM  report  with  which  this  report  could  he 
corahlned. 

(10)  1 copy  received  in  Washington  office. 

(11)  The  report  is  recuired  hy  the  program  procedure. 

(12)  No  additional  Information  or  reports  are  required  for  reviewing 
program  operations  and  results. 

s 

(13)  No  reports  being  received  can  he  eliminated  or  simplified. 
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jREPORTS  RSCgIVSD 


EXHIBIT  9. 


(1)  MOIITHLY  REPORT  0!T  PRIZERY  INSPECTION  TB-50 

(2)  Received  from  3 District  offices  and  5 Area  offices. 

V 

(3)  Submitted  monthly. 

(4)  Period  Inspectors  assigned  to  Prizery  inspection. 

(5)  Washington  office  billing# 

(6)  (a)  Originated  1947 

No  revision 

(7)  The  form  does  not  need  revision  at  this  time. 

(8)  We  know  of  no  other  PMA  reports  which  duplicate  this  report. 

' ■ \ 

(9)  We  know  of  no  .other  PMA  report  with  which  this  report  could  be 
combined. 

(10)  1 copy  received  in  Washington  office. 

(11)  The  report  is  required  by  the  program  procedure. 

(12)  No  additional  information  or  reports  are  required  for  revlev/ing 
program  operations  and  results.  - 

(13)  No  reports  being  received  can  be  eliminated  or  simplified. 
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HEPORTS  HSCSIVED 


EXHIBIT  10 


(1)  EEPOHT  Oil  HOGSHE.U)  IlTSPECTIOiT  TB-56 

(2)  Heceived  from  3 District  offices  and  5 Area  offices. 

(3)  Submitted  continually  upon  completion  of  inspection  at  each  location* 

(4)  Shows  report  of  certification  of  tobacco  according  to  U*  Standards* 

(5)  Used  for  check  on  hogshead  inspection  as  to  grade  and  condition  of 
tobacco. 

(6)  (a)  Originated  1946 
(b)  Hevised  1948 

(7)  The  form  does  not  need  revision  at  this  time. 

(8)  We  know  of  no  other  PMA  reports  which  duplicate  this  report. 

(9) ,  We  know  of  no  other  PMA  report  with  which  this  report  could  be 

combined, 

(10)  1 copy  received  in  Washington  office, 

(11)  The  report  is  required  by  the  program  procedure. 

(12)  Ho  additional  Information  or  reports  are  required  for  reviewing 
program  operations  and  results. 

(13)  Ho  reports  being  received  can  be  eliminated  or  simplified. 
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REPORTS  BSCSIVED 


EXHIBIT  11 


(1)  RECORD  OF  PACIOiGE  CERTIFICATES  ISSUED  TB-65 

(2)  Received  from  2 District  offices  and  2 Area  offices* 

(3)  SulDmltted  weekly* 

(4)  Shows  certificate  number*  packa.ge  identifica.tlon  marks  and  grade* 

(5)  » Used  fop  record  of  certificates  issued,  package  identification 

numbers*  and  grades  assigned. 

(6)  (a)  Originated  1936 
(b)  Revised  1949 

(7)  The  form  does  not  need  revision  at  this  time*  . 

(8)  We  know  of  no  other  PM  reports  which  duplicate  this  report. 

(9)  We  know  of  no  other  PMA  report  v/ith  which  this  report  could  be 
combined, 

(10)  1 copy  rjecelved  in  V/ashington  office* 

(11)  The  report  is  reauired  by  the  program  -procedure, 

(12)  Ho  additional  information  or  re-oorts  are  required  for  reviewing 
program  operations  and  results* 

(13)  ITo  reports  being  received  can  be  eliminated  or  simplified# 
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HSPORTS  PR.^aK3D 


2XHIBIT  la 


Annual  Report  to  Administrator  of  Production  and  Marketing  Administra- 
tion. 

To'bacco  Market  Reviews* 

Reports  prepared  annually. 

Annual  Report:  Summarizes  the  programs  for  the  year. 

Market  Review:  Comprehensive  compilation  of  market,  price,  and 

related  tobacco  Information. 

Annual  report  originated  in  1945 
Market  Review  originated  in  1937 

P^IA  instructions  require  each  Branch  to  prepare  annual  report  to 
Administrator. 

Source  of  data  for  annuol  report  and  tobacco  market  review  received 
from  field  offices  ond  experience  of  officials  of  Tobs.cco  Branch  in 
administering  tobacco  program. 

iinnual  Report  of  the  Administrator  of  Production  and  Marketing 
Administration  to  the  Secretary  of  Agriculture* 

We  knovf  of  no  other  report  with  which  these  report  could  be  combined. 
Annual  Report  - 6 copies  are  prepared. 

Market  Review  - 10,000  copies  are  prepared  and  distributed  to  trade 
groups,  colleges,  State  and  Federal  Agencies* 

1,200  man-hours  required  to  prepare  these  reports. 

ITo  other  additional  reports  necessary  to  provide  informa.tion* 

These  reports  should  not  be  eliminated  or  simplified* 


MAITAOEMEin!  IMPHQVEMSITT  STATUS  REPORT 


EXHIBIT  lb 


1,  Branch  or  Office  Tohacco 

2^  Ds,te{ July  20,  1950 

3,  This  Henort  Covers  Management 

ImT)rovenent  Statement  lTo»  T3~»ll 

4.  Action  Taken  from  September  8,  1949  to  June  30,  1950. 

Proposed  amendment  to  the  Regulations  of  the  Tobacco  Inspection 
Act  was  prepared,  setting  forth  corrective  measures  with  respect 
to  spacing  of  tobacco  on  warehouse  floors  and  same  was  published 
in  Federal  Register.  However,  after  discussions  with  representa- 
tives of  producer  and  trade  groups  affected  the  regulation  was 
not  Issxied,  pending  corrective  me*2sures'  which  the  trade  groups 
should  promulgate.  ITo  action  was  taken  requiring  that  the  baskets 
In  which  tobacco  Is  packed  for  sale  at  auction  be  given  Identifi- 
cation numbers. 

Man  Years  Actually  Spent  on  Solution  .06 

5.  Action  to  be  Taken  During  Fiscal  Year  1951:  ITo  action  contemplated. 

6.  Action  to  be  Taken  During  Fiscal  Year  1952:  No  action  contemplated. 

7.  Economies  or  Improvements  in  Serjvlce  Which  Have  Resulted  from 

Action  Taken:  Improvement  in  service  anticipated  by  results 

will  not  be  known  until  tobacco  markets  reopen  In  August. 
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SXHIBIT  213 


1.  Branch  or  Office  Bohacco 

2.  Bate  July  20 > 1950 

3*  This  Report  Covers  Management 

Improvement  Statement  ITo,  TB^13 

4.  Action  Taken  from  Se'otemher  8,  1949  to  June  30,  I960* 

Contact  has  heen  ma,de  with  State  PMA  offices  in  the  tobacco 
areas,  cooperative  agencies  handling  the  tobacco  loan  program,  and 
Fruit  and  Vegetable  Branch,  to  place  tobacco  Inspection  personnel 
with  these  agencies  during  the  off  season  "Deriod  for  tobacco. 

Some  results  have  been  obtained. 

Man  Years  Actually  Spent  on  Solution  .Ql 

5.  Action  to  be  Taken  During  Fiscal  Year  1951:  Ihe  use  of  tobacco 

Inspectors  by  other  agencies  will  be  encouraged;  however,  no 
further  action  is  anticlT>ated  at  this  time.. 

6.  Action  to  be  Taken  -During  Fiscal  Year  1952;  No  action  anticipated. 

7.  Economies  or  Improvements  in  Service  Which  Have  Resulted  from 
Action  Taken;  Some  economies  and  more  efficient  service.  It 
has  also  helped  maintain  personnel  which  might  otherwise  have 
been  lost  to  private  Industry. 
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TOBACCO  BR.ANCH  - PKA 


Program  Analysis  and  Commodity  Research  Division 


I.  INVENTORY  AND  STATB.SNT  OF  CURRE^IT  REVIEW  FACILITIES  Al"D 
TECHNIQUES 

In  order  to  effectively  and  efficiently  administer  the  programs 
for  which  the  Tobacco  Branch  is  responsible,  continuous  economic 
and  statistical  analyses  are  essential.  Statistical  data  and 
economic  facts  must  continuously  be  assembled  for  use  by  the 
operating  personnel  in  the  development,  modification,  and 
operation  of  the  marketing  quota  and  price  support  programs. 

This  work  is  concentrated  in  one  division  of  the  Branch  which 
is  staffed  mostly  with  professional  and  technical  personnel. 

There  is  also  assigned  to  this  Division  the  responsibility  of 
marketing  research  under  the  Research  and  Marketing  Act,  the 
publication  of  the  quarterly  Tobacco  Stocks  Report  and  the 
Annual  Report  on  Tobacco  Statistics,  both  of  which  are  required 
by  the  Tobacco  St  odes  and  Standards  Act.  This  Division  also 
assumes  the  responsiblity  for  a large  volume  of  work  involved 
in  special  assignments  such  as  tobacco  in  the  Marshall  Plan 
and  the  Gordon  Gray  study  on  closing  “the  dollar  gap".  Except 
for  the  marketing  research  activities  and  the  preparation  and 
issuance,  of  the  Stocks  Report,  and  the  Annual  Renort  on  Tobacco 
Statistics,  it  is  not  directly  responsible  for  -nrogram  onerations. 
Its  chief  responsibility  is  for  economic  and  statistical 
assistance  needed  in  developing  and  operating  Branch  programs 
and  analysis  of  the  economic  effect  of  Branch  and  other  programs 
and  activities  directly  affecting  tobacco.  Therefore,  its  work 
is  of  a functional  nature  and  in  nowise  routine.  The  economic 
and  statistical  needs  of  the  Branch  are  very  well  knovm  and  can 
be  reasonably  well  anticipated.  Therefore,  except  for  the 
numerous  special  assignments  the  work  program  can  be  efficiently 
planned  and  there  are  not  frequent  changes  in  personnal.  The 
work  is  of  such  ‘nature  that  management  improvement  op-nortunities 
are  limited.  Because  of  the  limited  personnel  and  nature  of  the 
work,  improvements  result  primarily  from  additional  experience  in 
adopting  findings  and  economic  data  to  program  needs  and  in  the 
development  of  more  efficient  individuals.  As  a consequence  the 
following  may  be  viewed  with  respect  to  the  quarterly  Tobacco 
Stocks  Report  and  the  Annual  Report  on  Tobacco  Statistics: 

> 

Prograia  Objectives  and  Operationally ans 

a.  The  Tobacco  Stocks  and  Stend^^rds  Act  provides  for  the 
issuance  of  these  reoorts. 

b.  The  law  is  quite  specific  and  a statement  of  general 
or  specific  objectives  is  not  necessary. 

c.  (l)  Recommendations  for  changes  in  the  quarterly 

Tobacco  Stocks  Report  are  constantly  sought  and 
welcomed  from  all  interested  grom^s.  Personal 
contacts  are  made  with  individuals  or  firms  or 
groups  of  individuals  representing  various  firms 
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to  discuss  the  efficiency  and  adequacy  of  the 
reporting  forms  and  the  quarterly  reports. 
Eecommenda.tions  for  changes  are  obtained  by 
both  personal  contact  and  by  mail. 

(2)  Intra  Branch  recommendations  are  obtained  through 
conferences  and  staff  meetings.  Field  offices 
are  not  involved. 

I 

(3)  These  reports  are,  more  or  less,  standardized  and 
except  for  checking  their  statistical  accuracy 

no  review  is  necessary. 

d.  It  is  not  necessary  to  develop  specific  vrork  plans  for 
the  Tobacco  Stocks  Report  and  the  Annual  Report  on 
tobacco  statistics  because  they  have  been  handled  in 
a similiar  manner  for  a number  of  years.  The  statistical 
and  economic  work  of  the  Division  is  planned  largely  in 
accordance  with  the  needs  of  the  other  divisions  of  the 
Branch  in  carrying  out  their  programs.  Funds  for  this 
work  are  provided  in  the  Tobacco  Act’s  apuropria.tion  and 
except  for  changes  in  salary  the  amount  of  funds  expended 
are  fairly  constant  from  year  to  year. 

(1)  A few  days  prior  to  January  1,  April  1,  July  1,  and 
October  1 stocks  reporting  forms  a.re  forwarded  to 
individuals  and  firms  required  to  report  their 
holdings  of  tobpxco.  The  list  of  reporters  is 
based  upon  size  of  tobacco  holdings  and  the  nature 
of  their  business  and  such  names  are  obtained  from 
periodic  audits  of  Bureau  of  Internal  Revenue’s 
reports. 

(2)  Reports  are  required  to  be  returned  not  later  than 
January  I5,  April  I5,  July  I5,  and  October  I5. 

Each  renort  is  audited  by  individuals  trained  in 

, this  work  and  who  ha„ve  become  familial*  with  indi- 
viduals or  firms  from  study  of  previous  reports. 

(3)  After  individual  audits  the  reports  are  tabulated 

by  IBM  maxhines,  sta.tistical  summaries  are  prepared 

and  the  quarterly  report  published  as  soon  as 

practicable.  This  da.te  usually  falls  on  or  shortly 

before  the  middle  of  the  succeeding  month. 

* . 

a.  Collection  and  publication  of  tobacco  stocks  statistics 
has  been  carried  on  since  1929*  Over  this  period 
continuous  efforts  have  been  made  to  improve  the  report 
and  make  it  more  useful.  No  specific  axtion  is  planned 
for  any  changes  during  the  current  fiscal  year. 

2.  Determining  Program  Results 

a.  The  issuance  of  the  Stocks  Report  and  the  Annual  Report 
on  Tobacco  Statistics  is  not  adaptable  to  an  appraisad 
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of  excomplishm exits.  $he  tobacco  trade  has  frequently 
indicated  its  appreciation  of  these  reports  v/hich  is 
indicated  particularly  by  requests  for  issues  prior 
to  their  publication.  > 

b-i^g  Appraisal  of  program  results  at  periodic  intervals 
is  not  feasible.  ' The  Stocks  Report  and  the  Annual 
Report  on  Tobacco  Statistics  are  the  same  from  year 
to  year  except  for  inclusion  of  more  recent  data  and, 
therefore,  comparison  of  current  and  previous  accomplish- 
ments is  not  necessary. 

h.  See  exhibit  I attached. 

i.  See  exhibit  II  attached. 

j.  No  specific  actions  are  recommended  or  planned  with 
respect  to  affecting  improvements  in  either  of  these 
reports. 

The  following  covers  the  Marketing  Research  Program: 

1,  Program  Objectives  and  Operational  Plans 

a.  Specific  objectives  of  the  marketing  research  have  been 
developed  under  the  Research  and  Marketing  Act  of  1946, 

b.  These  objectives  were  formulated  in  the  project  approved 
as  Rm  C-I54. 

c.  The  recommendations  of  the  R.  M.  Tobacco  Advisory 
Committee  were  followed  in  the  develonment  of  the 
project  hnd  their  later  recommendations  have  been 
followed  in  developing  work  plans  for  the  specific 
phases  of  the  project  which  are  being  carried  out. 

The  research  staff  depends  to  a large  extent  on  the 
close  contact  of  the  other  members  of  the  staff  of 
the  Branch  with  producers  and  the  tra,de  to  receive 
recommendations  and  suggestions  from  those  sources. 
Personal  Contact  of  the  resepxch  staff  with  producers 
and  the  trade  is  also  used  to  secure  suggestions  and 
recommendations  on  specific  problems.  The  research 
staff  and  other  members  of  the  staff  of  the  Branch 
have  close  contact  with  other  Department  and  State 
agencies  engaged  in  research  on  tobacco .problems  and 
frequently  consult  with  them. 

d.  Work  plans  are  developed  through  outlines  and  specific 
questions  to  be  answered. 

(1)  Tentative  ’’target”  dates  are  set  up  for  completing 
certain  phases  of  the  work. 

\ f 

(2)  The  work  plans  are  discussed  end  revised  with 
Division  and  Branch  heads. 
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(3)  The  forme.l  presentation  of  work  plans  follow  the 
requirements  issued  hy  the  Office  of  the  Admin- 
istra.tor  of  PJ*iA  and  the  Administrator  of 
Agricultural  Research. 

The  present  method  of  developing  work  plans  and  their 
review  "by  the  Division  and  Branch  heads  are  considered 
satisfactory. 

2.  Deteraining  Progr^jn  Reselts 


a. 

The  accomplishments  under  the  marketing  research  project 
are  appraised  hy  having  reports  prepared  setting  forth 
the  findings  which  have  "been  made  and  the  progress  of 
the  work. 

h. 

(1)  The  appraisal  is  made  when  some  of  the  phase  of  the 
work  has  heen  completed  and 

k 

(2)  at  intervals  throughout  the  fiscal  year. 

c. 

Comparisons  are  not  made  of  the  current  program  for  the 
present  fiscal  year  with  the  past  fiscal  year.  The 
progress  and  results  of  marketing  research  do  not  lend 
themselves  to  such  comparison. 

♦ 

The  marketing  research  staff  is  responsible  for  anpradsing 
its  program  a,ccomplishments.  These  are  adso  appraised  by 
the  Chief  of  the  Division  and  the  Director  of  the  Branch. 

e. 

No  other  arrangement  for  appraisal  is  utilized  than  that 
given  in  d. 

f . 

The  reports  of  the  work  done  and  the  progress  of  the  work 
present  the  results  of  the  appraised  by  the  marketing 
research  staff.  These  are  reviev/ed  by  the  Chief  of  the 
Division  and  the  Director  of  the  Branch  as  stated  in  a. 
above. 

g* 

The  recommendations  for  changes,  made  by  the  staff  and 
approved  by  the  Chief  of  the  Division  and  the  Director 
of  the  Branch,  or  made  by  the  Chief  of  the  Division  and 
the  Director  of  the  Branch,  are  put  into  effect. 

h. 

No  reports  are  received  by  the  Division  under  the 
marketing  research  project.  • 

/ ^ • 

\ 

No  formal  reports  have  yet  been  issued  under  the  marketing 
research  program.  Reports  on  the  research  findings  are 
planned  and  are  in  preparation. 

j* 

No  action  to  change  the  review  methods  presented  above 
are  contemplated. 

0 
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3 • Determining  Efficiency  and  Sconomy 
Review  of  the  Orgamzation 

The  Program  Analysis  and  Commodity  Research  Division 
was  esta.blished  in  accordance  v/ith  the  Budget  and 
Kanagement  Branch  Survey  in  It  is  now  staffed 

by  ten  people,  six  of  whom  are  in  a prof essiona,!  status. 

Two  of  the  four  non-professional  enployees  serve  in  a. 
secretarial  capacity  and  the  other  two  are  st^^tistical 
clerks.  The  work  of  the  Division  is  divide(3  into  tv/o 
separate  and  distinct  categories.  Four  members  of  the 
stai“f  are  assigned  exclusively  to  the  Marketing  Research 
' Project  of  the  Branch  under  the  Research  and  Marketing 
Act  and  the  rema,inder  are  engaged  in  economic  and 
statistical  work  related  to  other  Branch  responsibilities. 
One  statistical  clerk  is  assigned  exclusively  to  v/ork 
involving  the  quarterly  Tobacco  Stocks  Report  and  one 
professional  employee  devotes  a.  substantial  portion  of 
his  time  to  such  work.  Another  professional  employee 
vrorks  continously  at  statistical  analyses,  the  collection 
of  current  statistics,  keeping  various  statistical  series 
up-to-date,  answeres  letters  involving  tobacco  sta-tistics 
and  facts,  and  the  prepaj: cation  of  data  for  the  Annual 
Report  on  Tobacco  Statistics.  The  other  professional 
employees  are  continously  engaged  in  economic  ^nd 
program  analyses  and  the  adaptation  of  findings  to 
Branch  operations  and  prog rajns.  Division  personnel  are 
in  constant  touch  v/ith  the  Director' s office  and  other 
Divisions  of  the  Branch  and  are  continuously  aware  of 
Branch  economic  and  sta.tistical  needs.  Eigh  level  super- 
visors are  continously  aware  of  the  work  being  performed 
by  each  employee.  Assignments  are  usually  made  on  an 
individual  basis  and  review  of  these  assignments  and 
progress  on  these  assignments  are  reviewed  on  an  indi- 
vidual or  small  staff  basis.  Therefore,  formal  analysis 
of  the  organiza.tion  as  to  its  work  load,  output  of  work, 
etc.  is  needed  only  infrequently. 

^ • Reviews  of  Procedures  and  Methods 

Work  of  the  Program  Analysis  and  Commodity  Research 
Division  does  not  lend  itself  to  following  fixed  pro- 
cedures and  methods.  However,  in  carrying  out  certain 
types  of  assignments  specific  procedure  and  methods 
which  ha.ve  been  previously  established  are  follov/ed. 

For  example,  the  statistical  procedure  for  determining 
individual  loan  rates  for  the  numerous  grades  of  eaxh 
kind  of  tobaxco  has  been  estaJblished  and  is  followed 
from  year  to  year.  Such  procedures  «nd  methods  normally 
are  not  written  but  are  explained  in  writing  when  clearance 
of  the  work  is  obtained.  Such  procedures  and  methods  are 
being  constantly  tested  with  the  view  of  making  appropriate 
modifications  and  improvements.  Collection  of  additional 
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information,  aids  in  ^this  improvement  or  modification 
of  procedure  and  methods  followed.  Consultations  are 
held  with  statistical  and  other  specialists  in  the 
Department  and  elsewhere  to  find  new  procedures  and 
methods  that  may  have  "been  developed  which  will  expedite 
the  work  or  increase  its  usefulness. 

c.  Review  of  Staffing  Requirements  and  Utilization  of  Personnel 

The  nature  of  the  work  performed  hy  this  Division  does  not 
lend  itself  to  the  development  of  standard  vrork  units. 

All  assignments  are'  of  an  economic  and  statistical  nature 
requiring  various  time  periods  for  comoletion.  This  makes 
it  impracticable  to  establish  work  standards  on  a unit 
basis.  The  quality  of  work  performance  is  determined  by 
supervisory  personnel  on  the  basis  of  familiarity  of  the 
employee’ s ability  and  experience  and  the  supervisors 
knowledge  of  what  is  desired  and  needed  from  the  particular 
assignment  performed.  Assignments  are  made  to  individuals 
on  the  basis  of  their  particular  training,  experience,  and 
ability  which  is  readily  kno^'na  to  high  level  supervisors. 
Emphasis  on  certain  assignments  and  types  of  work  changes 
with  the  progress  of  the  annual  programs. 

d.  No  specific  actions  are  recommended  or  planned  vrith  respect 
to  effecting  improvements  in  review  methods  or  facilities 
of  this  Division. 

II.  INVENTORY  STATEIvISNT  OF  FACILITIES  AND  TECI-3TIQJJES  FOR  IDEl^TIFYINO 
PROBLEI^S  jd'ID  SCHEDULING  ACTION  ON  SOLUTION  OF  SUCH  PR0BLS^lS 

The  following  persons  compose  the  Management  Improvement  Committee 
for  the  Tobacco  Branch;  i 

% 

Chairman:  Stephen  E.  Wrather,  Deputy  Director 

Members:  Milton  S.  Briggs,  Division  Chief 

M.  I.  Dunn  ” ” 

J.  V.  Morrow  ” " 

George  E.  Powell  ” ” 

J.  J.  Todd  " “ 

Frank  B.  Wilkinson  ” ” 

The  Program  Analysis  and  Commodity  Research  Division  is  largely 
dependent  upon  the'Branch  Director's  office  and  other  Divisions 
of  the  Branch  in  identifying  problems  and  scheduling  actions 
thereon.  With  respect  to  the  Marketing  Research  Program  the 
recommendations  of  the  Tobacco  Advisory  Committee  on  marketing 
problems  which  need  attention  are  given  major  consideration  in 
determining  the  work  to  be  carried  on  by  the  Division.  However, 
personnel  of  this  Division  will  participate  in  work  concerning 
a large  number  of  problems  identified  elsewhere.  Work  performed 
by  the  Division  will  either  be  assigned  by  the  Director's  office 
or  requested  by  Division  chiefs  on  an  informal  and  verbal  basis. 
Work  assigned  to  or  requested  of  the  Division  will  be  of  a kind 
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which  the  personnel  of  the  Division  is  trained  and  experienced 
to  best  perform.  The  nature  of  this  work  may  involve  either  a 
part  of  the  problem  identified  or  the  whole  problem  itself. 

On  occasion  special  problems  are  assigned  to  personnel  of  the 
Division  informally  and  directly  by  representatives  of  the  P^!A 
Administrator’s  office.  In  such  cases  usually  verbal  but 
specific  instructions  are  given  concerning  the  information 
requested  and  the  form  in  which  it  sh^ll  be  presented.  As  a 
genera,!  rule  personnel  of  the  Division  a.re  engaged  on  several 
problems  at  the  same  time.  However,  priority  of  work  is  usually 
recognized  by  the  Division  or  is  identified  to  it  by  the  Director’s 
office  or  other  Division  chiefs.  Frequently  individuals  of  the 
Division  will  make  field  visits  with  other  personnel  of  the  Branch 
in  the  explanation  and  review  of  programs  and  pr^ograjn  plans. 

Work  performed  in  this  connection  will  have  considered  the 
opinions  and  reactions  of  producers  and  trade  grouns,  member  of 
Congress,  and  other  PMA  units.  These  opinions  and  reactions 
are  usually  obtaihed  in  conferences  or  by  individual  conversations 
or  letters  of  recommendations. 

This  Division’s  work  on  Branch  and  PMA  problems  ?ne  such  that 
improvements,  modifications  and  changes  are  limited  by  or 
directly  associated  with  Branch  objectives  on  current  operational 
problems. 

III.  MANAD^iEMT  IMPROVEMENT  STaT53®TTS  illD  REPORTS 

Management  improvement  statements  have  been  prepared  either  on 
a Branch  wide  or  operating  Division  basis.  The  responsibilities 
of  the  Program  Analysis  and  Commodity  Research  Division  in  its 
capacity  of  servicing  other  divisions  are  such  that  management 
improvement  is  necessarilly  limited  to  participation  in  the 
solution  of  problems  presented  by  the  Branch  or  operating  Divisions. 
The  opportunity  of  improving  the  Division  itself  rests  largely 
with  increased  efficiency  and  knowledge  of  personnel  through 
additional  training  and  experience.  The  Tobacco  Stocks  Report 
and  the  Annual  Report  on  Tobacco  Statistics,  the  two  reports 
issued  by  the  Division  have  been  worked  upon  for  a long  number 
of  years  and  the  opportunity  of  improving  these  reports  now 
appears  quite  limited.  In  this  connection  however,  continuous 
reviews  will  be  made  and  suggestions  and  recommendations 
requested  from  recipients  of  these  reports.  No  particular 
changes  are  now  expected  to  be  made. 

Reports  on  the  status  of  problems  submitted  in  September,  I9U9 
follow: 
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MAN^EIOTT  IMPROTOISHT  STATUS  REPORT 


1.  Tobacco  Branch,  PI4A 

2.  July  15i  1950 

I 

3.  This  Report  Covers  Management 

Improvement  Statement  No.  TB-6 

4.  Action  Taken  from  September  7i  1949  to  June  3^t  195^ 

Kan  Years  Actually  Spent  on  Solution  .6 

The  basic  methods  of  preparing  reasonably  accurate  indications 
of  current  usage  of  U.S.  tobaccos  in  foreign  countries  have 
been  determined.  These  methods  have  been  utilized  in  pre- 
paring, compiling,  and  analyzing  the  background  statistical 
material  necessary  for  estimating  foreign  demand  for  U.S, 
leaf  tobacco.  Experience  gained  in  the  past  year  on  procedure 
methods,  conversion  factors  to  be  used,  and  evaluation  of  the 
various  types  of  information  obtained  has  solved  the  original 
problem. 

5.  Action  to  be  Taken  During  Fiscal  Year  1951«‘ 

None.  The  problem  outlined  in  TB-6  is  considered  solved. 

The  work  now  has  become  part  of  ^he  routine  of  the  Branch, 
and  consists  of  preparing,  compiling,  and  analyzing  additional 
up-to-date  statistical  data  relative  to  trends  in  demand  for 
U.S.  tobaccos  in  foreign  countries.  The  work  load  in 
connection  with  this  will  continue. 

6.  Action  to  be  Taken  During  Fiscal  Year  1952*.  Same  as  No.  5 

7.  Economies  or  In^jrovements  in  Service  Which  Have  Resulted  from 
Action  Taken: 

Information  already  prepared  and  analyzed  has  been  extremely 
valuable  in  obtaining  a more  accurate  picture  of  foreign  demand 
for  U.S,  tobaccos.  This  information  on  stock  levels  and  con- 
siamption  trends  in  foreign  countries,  has  aided  materially  in 
effective  administration  of  the  tobacco  price  support  and  foreign 
supply  problem  of  the  Department,  and  in  appraising  the  tobacco 
program  of  the  EGA,  Estimates  of  export  demand  should  be  more 
accurate  and  thereby  improve  the  administr^^tion  of  Branch 
programs. 
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MMAGBMSNT  IMPROVEMENT  STATUS  REPORT 

1.  Tobacco  Branch.  PMA 
2. , July  15.  1950 

, . 3*  This  Report  Covers  Mauageraent 

' ' Improvement  Statement  No.  T3-15 

U.  Action  Taicen  from  September  7.  19^9  to  June  30,  195^ 

Man  Years  Actually  Spent  on  Solution  .2 

The  problem  of  determining  normal  percentage  distribution  of 
grades  and  the  normal  price  differentials  among  the  various 
' grades  of  cigar  tobacco  has  been  solved.  Definite  procedures 
have  been  established  for  assembling  this  information  for 
development  of  loan  schedules  for  cigar  types  of  tobacco. 

5.  Action  to  be  Taken  During  Pi seal  Year  1951 J 

None.  The  problem  outlined  in  TB-I5  is  considered  solved. 

The  work  load  will  continue  by  extension  of  loans  to  the  Ohio 
and  Pennsylvania  areas  and  by  carrying  forward  the  schedules 
from  year  to  year  but  the  method  or  procedure  for  assembling 
these  data  has  been  established  and  is  now  viewed  as  admin- 
istrative routine. 

6.  Action  to  be  Taken  During  Pi  seal  Year  1952: 

« 

None.  See  5 above 

7.  Economies  or  Improvements  in  Service  Which  Have  Resulted  from 
Action  Taken: 

This  work  has  developed  the  procedure  for  establishing  loan 
rates  by  grades  for  cigar-leaf  types  of  tobacco  based  on 
relative  values  which  guarantee  growers  as  a whole  the 
mandatory  price  support  level. 
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IV.  statemeitt  or  current  methods  of  identifying  outstanding  and 

EFFICIENT  UNITS,  SUPERVISORS  AND  ©vP^LOYEES 

Work  of  the  Progrpjn  Analysis  piid  Cocnodity  Research  Division  is 
largely  professional  and  performed  on  an  individual  "basis.  In 
view  of  this,  accoirrnli shment  cannot  he  measured  through  use  of 
the  established  quantitative  standards  or  other  quantitative  data. 
Efficiency  and  outstanding  performance  is  measured  through  -personal 
observations  by  high  level  supervisors  of  the  work  performed. 

Advice  is  sought  and  obtained  from  other  Branch  and  PMA  personnel 
regarding  work  performed  on  an  individual  or  Division  basis. 

Changes  in  methods  or  techniques  are  readily  accepted  both  on  an 
individual  and  Division  basis.  Outstanding  performance  is 
observed  and  determined  through  the  judgment  of  high  level 
supervisors  and  awards  are  usually  in  the  nature  of  promotions 
in  grade  and  assignments  of  more  difficult  and  res-nonsible  work 
in  which  the  employee  is  particularly  interested.  * 
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Tobacco  Branch  - 

REPORTS  RECEIVED  EXHIBIT  I 

Program  Analysis  and  Commodity  Research  Division 

h.  The  Tobacco  Stocks  Report  is  the  only  one  submitted  to 
this  Division. 


(1) 

The  title  of  the  report  is  ^Tobacco  Stocks  Report* 
Form  number  TB-26”. 

(2) 

About  1,200  individual  reports  are  received  from 
tobacco  dealers  and  manufacturers  in  the  continental 
United  States  and  Puerto  Rico. 

(3) 

The  reports  must  be  submitted  quarterly. 

(U) 

Each  reporter  records  on  the  form  the  inventories  of 
leaf  tobacco  owned  on  January  1,  April  1,  July  1,  and 
October  1.  These  inventories  are  reported  according 
to  class  of  tobacco,  whether  stemmed  or  unstemmed, 
on  a quality  basis.  Each  report  is  confidential  and 
is  used  only  by  this  Division. 

(5) 

The  individual  reports  are  tabulated  by  classes  of 
tobacco  on  a stemmed  or  unstemmed  basis,  as  well  as 
quality  basis,  and  consolidated  into  the  publication 
titled  Tobacco  Stocks  Report. 

' (6) 

This  report  v^as  originated  in  1929  and  has  been 
revised  when  necessary.  The  last  revision,  a minor 
one,  Was  made  effective  July  1,  195^ • 

(7) 

No  further  revision  appears  necessary. 

(g) 

Within  our  knowledge,  no  other  report  partially 
duoli cates  this  report  or  any  individual  items 
contained  in  it. 

(9) 

This  reoort  cannot  be  combined  with  ?niy  other  PMA 
report. 

(10) 

One  copy  of  each  quarterly  report  is  received  from 
each  individual  or  firm  required  to  file  it.  After 
the  information  is  tabulated  the  renorts  are  filed 
and  held  for  a period  of  five  years. 

(n) 

The  Tobacco  Stocks  and  Standards  Act  requires  the 
filing  of  the  Tobacco  Sto(3ks  Report. 

(12) 

Experience  of  personnel  gained  from  auditing  and 
observing  individual  reports  are  the  only  additional 
information  needed  for  their  reviev/. 

(13) 

This  rerort  cannot  be  eliminated  and  it  is  not  believed 
that  further  simplification  in  it  can  be  ma,de. 

< 
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HEPORTS  PI®.^RSD 


EXHIBIT  II 


Tobacco  Branch  - Program  Analysis  and  Commodity  Research  Division 

i.  The  Tobacco  Stocks  Report  prepared  on  a continuing  basis 

and  issued  quarterly,  the  Annual.  Report  on  Toba.cco  Statistics 
issued  annually  and  the  Annual  Progress  Report  are  the  only 
reports  prepared  by  this  Division.  Obviously,  numerous 
reports  of  varying  character  must  be  prepared  for  adminis- 
trative purposes  and  in  filling  requests  of  other  G-overn- 
mental  agencies,  individuals,  members  of  Congress,  etc. 
Special  reports  such  as  tobacco  requirements  under  the 
Marshall  Plan  and  tobaccos  role  in  the  Gordon  Gray  study 
on  the  "Dollar  Gap"  are  ma.de  by  the  Division.  Personnel 
‘of  other  agencies  vdthin  the  Department  usually  participate 
in  the  preparation  of  these  special  reports.  The  following 
is  applicable  only  to  the  reports  made  on  a continuing  basis: 

(1)  Tobacco  Stocks  Report,  the  Annual  Report  on  Tobacco 

' Statistics,  and  the  Annual  Progress  Report  to  the 

Administrator  of  PMA.  The  Tobacco  Stocks  Report  has 
no  form  number'.  The  Annual  Report  on  Tobacco  Statistics 
is  identified  in  the  commodity  statistical  category. 

(2)  The  Tobacco  Stocks  Reports  are  prepared  quarterly. 

The  Annua.l  Report  on  Tobacco  Statistics  and  the 
Annual  Progress  Renort  to  the  Administrator  of  PMA. 
are  prepared  annually. 

(3)  The  Tob  acco  Stocks  Report  shows  the  stocks  of  tobacco 
held  in  the  United  States  and  Puerto  Rico  by  tobacco 
dealers  and  majiuf acturers  broken  down  by  class  and 
type,  whether  stemmed  or  unstemmed,  and  on  .a  broad 
general  quality  basis.  The  Annual  Report  on  Tobacco 
Statistics  is  a compilation  of  the  most  frequently 
used  statistics  relating  to  tobacco.  The  Annual 
Progress  Report  to  the  Administrator  describes  the 
kind  end  volume  of  work  carried  out  during  the  previous 
fiscal  year. 

(4)  The  Tobacco  Stocks  Report  was  originated  in  1929  and 
the  last  revision  was  made  effective  July  1,  1950. 

The  Annuel  Report  on  Tobacco  Statistics  was  originated 
in  1937  the  contents  therein  are  revised  when 
necessary  and  brought  up-to-date  each  year.  The 
Annual  Progress  Report  to  the  Administrator  originated 
with  PMA. 

(5)  The  Tobacco  Stocks  and  Standards  Act  requires  the 
preparation  and  issuance  of  the  Stocks  Report  and  the 
Annual  Report  on  Tobacco  Statistics.  A memorandum  is 
received  each  year  specifically  requiring  the  Annual 
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Progress  Report  to  the  Administrator. 

(6)  Ihe  individual  reports  received  from  tobacco  dealers 
and  manufacturers  is  the  only  source  of  data  used  to 
prepare  the  Tobacco  Stocks  Report.  The  contents  of 
the  Annual  Report  on  Tobacco  Statistics  represents 
data  of  the  Tobacco  Branch,  Bureau  of  Agricultural 
Economics,  Office  of  Foreign  Agricultural  Relations, 
DeppTtment  of  Commerce,  the  Department  of  Labor, 

Bureau  of  Internal  Revenue,  the  Tariff  Commission, 
a.3  well  as  tobacco  trade  Journals,  tobacco  dealers 
and  manufacturers.  State  financial  reports  and  any 
other  sources  developing  statistics  on  tobacco. 

Records  of  the  Division  are  used  in  preparing  the 
Annual  Progress  Renort  to  the  Administrator. 

(7)  No  other  PMA  reports  partially  duplicate  either  of  ' 
these. 

(8)  Neither  of  these  three  reports  can  be  readily  combined 
with  any  other  report. 

(9)  Currently  1,100  tobacco  stocks  renorts  are  prepared  and 
issued  each  quarter  and  5.^00  copies  of  the  Annual  Report 
on  Tobacco  Statistics  for  19^9  were  printed.  Distribution 
of  the  Tobacco  Stocks  Report  is  general  and  among  tobacco 
dealers,  manufacturers,  trade  Journals,  libraries,  and 
individuals  interested  in  tobacco.  Distribution  of  the 
Annua.l  Report  on  Tobacco  Statistics  is  general  and 

among  the  same  group,  except  that  several  thousand  copies 
are  distributed  annually  upon  request  among  students 
and  individuals  interested  in  tobacco.  For  the  Annual 
Progress  Report  to  the  Administrator,  the  Division 
prepares  a draft  for  the  Director  of'  the  Tobacco  Branch 
for  his  use  in  preparing  an  overall  Progress  Report  for 
the  Branch. 

(10)  Luring  each  year  approximately  2,500  man  hours  work  are 
required  to  prepare  the  Tobacqo  Stocks  Report  and  1, 5OO 
man  hours  work  are  required  to  prepare  the  Annual  Report 
on  Tobacco  Statistics.  About  8 man  hours  are  required 

to  prepare  the  Annual  Progress  Report  to  the  Administrator, 

(11)  No  additional  reports  need  to  be  prepared  to  provide 
Branch  and  other  PMA  officials  the  necessary  information 
for  the  Tobacco  Stocks  Report,  the  Annual  Report  on 
Tobacco  Statistics,  and  the  Annual  Progress  Report  to 
the  Administrator. 

(12)  None  of  these  re^aorts  should  be  eliminated,  simplified 
or  otherwise  changed. 
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TOBACCO  BRA^ICH 


TOBACCO  ST.i\NDARDS  AND  TECIDTICAL  RESEARCH  DIVISION 


Review  Facilities  and  Toclml4ue*s» 

!♦  Prop;ram  Objectives  and  Operational  Plans. 

a.  The  Tobacco  Stocks  and  Standards  Act  of  1929,  revised  in  1935,  (45 
Stat.,  1079)  provides;  ’’The  Secretary  of  Agriculture  shall  establish 
standards  for  the  classification  of  leaf  tobacco”  , , , etc,,  and  The 
Tobacco  Inspection  Act  of  1935,  as  amended  in  1948,  (49  Stat.,  731) 
provides:  ”To  establish  and  promote  the  use  of  standards  of  classifi- 
cation for  tobacco”  • • • etc.  Under  the  provisions  of  both  these 
acts,  the  objectives  are  set  forth  as  a basis  for  developing  oper- 
ational plans  rather  than  making  it  necessary  to  develop  specific 
objectives  from  general  enabling  legislation.  The  legislation, 
pertinent  to  the  establishment  of  tobacco  standards  and  for  other 
purposes  related  thereto,  authorizes  the  Secretary  to  administer 

the  program, 

I 

b.  Both  the  Annual  Progress  Report  and  the  Standardization  Research  in 
the  Properties  of  Tobacco  Report  prepared  by  the  Division,  formulate 
the  specific  objectives  of  the  Division,  These  reports  are  submitted 
to  the  Director  for  distribution,  as  required,  to  other' PM  offices, 

c.  (1)  Recommendations  and  suggestions  of  producers  and  members  of  the 

trade  are  accepted,  and  even  solicited,  through  correspondence, 
conferences  and  individual  discussion, 

(2)  Through  the  medium  of  conferences  and  inforiiial  discussions, 
intra-branch  recominendations  are  received  both  from  the  depart- 
ment and  from  field  representatives  of  other  divisions, 

I 

(3)  Tobacco  Standards  are  distributed  first  to  producers,  the  trade, 
the  other  Federal  agencies  interested,  and  to  other  Divisions  of 
the  Brarich  as  Proposed  Standards.  In  this  form,  general  criti- 
cisms are  invited.  After  all  criticisms  and  suggestions  have 
been  considered,  these  Proposed  Standards  are  revised  and  re- 
issued as  Tentative  Standards,  In  this  form  the  standards  are 
put  into  actual  operation  in  order  to  test  them  under  field 
conditions.  It  has  been  the  policy  of  the  Division' to  prepare 
the  Tentative  Standards  v/ith  such' thoroughness  tliat,  after  they 
have  been  ^iven  a reasonable  test,  only  minor  revisions  will  be 
required  when  the  standards  are  submitted  to  the  Secretary  for 
promulgation  as  Official  Standards, 

d.  No  V7ork  plans  arc  necessary  in  connection  v;ith  field  operations, 
since  all  field  operations  are  conducted  in  cooperation  with  other 
divisions  and  agencies,  'Jork  plans  in  the  Departmental  Division 
are  form?jlated  on  a continuing  basis  from  projects  already  under 


consideration  and  from  ne\i  problems  which  are  presented  from  differ- 
ent studies.  Programs  generally  are  planned  i/ell  in  advance  of  the 
operations  in  research  undertakings.  Standards  work  necessarily  has 
to  be  geared  in  v/ith  the  program  of  the  Branch  and  with  l/Iarketing 
Services  and  Marketing  Programs,  As  a support  program  for  a new  type 
of  tobacco  is  established  standard  grades  have  to  be  provided  by  the 
' Division  V7hen  they  are  required  as  a part  of  the  nev;  program. 

(1)  As  now  Standards  or  revisions  to  existing  Standards  are  required 
in  the  support  of  types  of  tobacco  hitherto  unsupported, a dead- 
line or  ^target”  date  is  necessarily  set. 

(2)  V/ork  plans  are  reviev/ed  by  the  Director  and  Deput3/  Director  of 
the  Branch  and  by  the  heads  of  divisions  concerned  in  the  pro- 
mulgation of  Standards. 

(3)  No  graphic  or  other  special  arrangements  for  presentation  of 
the  vjork  plans  are  usually  required. 

e.  Constant  effort  at  improvement  in  the  work  plans  of  the  program 
' and  their  preparation  and  presentation  is  being  iriado. 

2,  Determining  Program  Results. 

a.  An  adequate  set  of  standard  grades  for  a type  of  tobacco  v;ill  reflect 
a fair  treatment  of  each  grade  and  quality  in  the  t^^e  with  respect 
to  its  usefulness  and  value  relative  to  the  other  grades  within  the 
t5^e  over  a period  of  years  of  production.  . Standards  are  reviewed 
constantly  by  officials  of  the  Department  and  members  of  the  trade 

to  sec  that  the  Standards  do  reflect  a fair  treatment  to  the  indi- 
vidual grades.  In  order  to  approach  scientifically  the  problem  of  • 
more  adequate  standards,  a research  program  is  being  conducted  to 
examino,  on  a grade  basis,  the  principle  typos  of  tobacco.  Complete 
appraisals  are  made  as  to  the  physical  properties  and  all  the  elements 
of  quality  v/hich  can  bo  dotorminod  physically  on  selected  grades. 
Chemical  components  of  the  sarae  grades  are  determined  and  the  data 
thus  obtained  is  correlated  with  the  physical  appraisals  in  order  to 
establish  a more  definite  basis  for  specifications  of  tho  grades. 

The  acceptance  of  the  standards  represents  the  accomplishment  of 
the  program  objoctive. 

b.  (1)  The  appraisal  of  the  Standards  is  boing  done  daily  in  the 

marketing  processes  and  periodic  criticisms  and  suggestions 
will  necessarily  follow”.  Branch  officials  carefully  consider 
and  discuss  these  suggestions  as  they  are  received. 

c.  One  of  tho  purposes  of  tho  annual  supervisor’s  conference  mth 
Marketing  Services  officials  is  to  criticize  the  standards  and 
offer  suggested  impi'ovemonts  which  were  brought  to  light  in  the 
completed  year’s  operation. 

d.  The  Diroctor’s  office  and  di'/isions  engaged  in  the  inspection  of 
and  the  support  of  tho  commodity  as  v/cll  as  the  Standards  and 
Technical  Resoarch  Division  appraise  its  program. 
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Only  those  offices  montionod  paragraph  d mlcG  such  Appraisals 


f.  Because  of  the  small  organization  employed  in  the  Standards  and 
Technical  Research  Division,  appraisals  and  discussions  of  the 
progress  of  the  program  arc  conducted  informally.  For  the  same 
reason  intra-branch  discussions  are  normally  hold  informally. 

g.  The  results  of  the  appraisals  are  incorporated  into  the  work  plan, 
h*  No  formal  reports  received. 

i.  (1)  Program  Report  of  the  Tobacco  Standards  and  Technical  Research 
Division. 


(2) 

Annual  report. 

(3) 

Purposes  and  aim  of  Division.  Progress  Report  on  the  Revision 
of  Standards  and  establishment  of  new  standards.  Progress  on 
Physical  and  Chemical  Research  under  the  RJIA  project. 

(4) 

Report  originated  fiscal  year  1946,  revised  1950, 

(5) 

A(iministrator  of  the  Research  and  I&irketing  Act  requires  an 
annual  report  under  RI*iA. 

(6) 

Data  accumulated  in  the  course  of  the  year’s  work  including 
Industrial,  Physical  and  Chemical  Research. 

(7) 

No  other  PMA.  reports  are  ioiown  to  duplicate  this  report. 

(8) 

This  report  can  not  be  combined  with  other  PM  reports 
ad vant  age  ous ly , 

(9) 

(a)  Five  copies  prepared. 

Director,  Deputy  Director,  Chief  of  Division,  men  in 
charge  of  Physical  and  Chemical  Research  projects. 

(10) 

Sixteen  man  hours. 

(11) 

It  is  considered  that  this  distribution  is  adequate. 

(12) 

No  change  is  recommended  in  the  reports  as  submitted. 

i.  Continued 


(1) 

Work  Project  Annual  Report  Ri;I:c-159, 

(2) 

Annual  Report , , 

(3) 

Work  project  titles,  Objective,  Progress  during  the  year, 
Iir5)ortant  recent  contributions,  Lines  of  work  to  receive 
special  attention  during  the  coming  year. 

V. 
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(4)  Report  originated  fiscal  year  1948,  revised  Uarch  31,  1950. 

(5)  Administration  of  Ifeirketing  and  Research  Act  requires  this 
report, 

(6)  Data  accumulated  in  the  course  of  the  year’s  work  including 
Industrial,  Physical  and  Chemical  Research. 

(7)  No  other  T¥A  reports  are  knomi  to  duplicate  this  report. 

(8)  This  report  can  not  be  combined  vjith  other  Pl^A  reports 
advantageously, 

(9)  (a)  Thirteen  copifes  prepared. 

Pive  copies  Administrator  RliA,  five  copies  Director’s  office 
three  copies  Standards  and  Technical  Research  Division. 

(10)  Forty  man  hours. 

(11)  It  is  considered  that  this  distribution  is  adequate, 

(12)  No  change  is  recommended  in  the  reports  as  submitted. 

Note:  Also  special  reports  are  prepared  as  required  by  the 

Industry  Advisory  Committee  and  to  be  used  by  Administrator 
for  appearances  before  Agriculture  sub-committees  and  the 
Appropriations  Committee, 

j.  No  immediate  action  is  recommended  v;ith  respect  to  improving  revievi 
method, 

3*  Determining  Efficiency  and  Economy, 

a.  The  size  of  the  Standards  and  Technical  Research  Division  is  not 

sufficient  to  justify  formal  periodic  reviev/s  within  the  organization 
v/hich,  because  of  budgetary  liirdtations , consists  of  the  Chief  of  the 
Division, 'a  Senior  Chemist  in  charge  of  Chemical  Research  and  his 
assistant,  a Technologist  in  charge  of  Physical  Research  and  a minimum 
of  stenographic  personnel.  Job  allocations  not  yet  filled  include  an 
Assistant  Chief  and  an  Assistant  Physical  Research  man  with  additional 
clerical  ejTQ)loyees, 

(1)  Reviews  are  made  periodically  to  determine  that  part  of  the 
program  which  requires  most  immediate  attention  and  personnel 
is  so  allocated, 

(2)  The  personnel  of  the  Division  are  engaged  almost  entirely  in 
program  operations, 

(3)  . The  results  accomplished  are  the  prime  consideration  of  the 
Division, 

The  review  is  conducted  by  the  Chief  within  the  Division,  as 
new  problems  and  approaches  to  problems  arise. 
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(5)  Field  offices  usually  present  their  Standardization  problems  to 
the  Standard  and  Technical  Research  Division’s  representatives 
at  the  yearly  conference  of  Field  Supervisors  and  at  special 
conferences  called  specifically  to  consider  standardization 
problems, 

(6)  Analysis  of  information  obtained  from  the  review  is  not  normally 
instrumental  in  organizational  changes  because  changes^are  ,rare 
in  so  smnll  a group, 

(7)  Analysis  is  made  in  consultation  v/ith  key  operating  personr.el. 

(8)  No,  since  no  other  PMA  organization  exactly  parallels  Standards 
and  Technical  Research  Division  in  work  plan  nor  in  personnel 
requirements. 

(9)  Organizational  changes  havo  to  be  cleared  through  the  Director’s 
office, 

' i \ 

b.  Reviews  of  Procedures  and  Methods. 

(1)  Through  associated  agencies,  the  tobacco  industiTy,  and  through 
study  of  historical  and' technical  literature,  procedures  are 
thoroughly  investigated,  and  those  most  suitable  to  the  needs 
of  the  Division  are  selected. 

(2)  Methods  are  tried  and  modified  in  order  to  obtain  the  most 
efficient  and  economical  results, 

(3)  The  procedures  of  the  Division  are  not  formally  reissued, 

(4)  Procedure  methods  are  originated  by  members  of  the  Division, 

No  field  office  is  directly  responsible  to  the  Division. 

(5)  Research  procedures  used  in  other  commodities  are  studied. 

(6)  Vifork  methods  of  other  units  are  carefully  considered, 

(7)  Work  methods  of  associated  agencies  are  observed  by  personal 
contacts  and  through  correspondence. 

c,  Reviev;  of  Sto-ffing  Requirements  and  Utilization  of  Personnel, 

(1)  No  standard  work  units  have  been  developed, 

(2)  No  standards  have  been  established  to  show  how  i-nany  units  should 
be  turned  but  per  man-day  or  how  many  man  hours  a job  requires, 

(3)  No  quantitative  data  is  used  to  measure  performance, 

(4)  Such  standard  work  units  are  not  used, 

(5)  j,uaiity  performance  is  determined  by  the  results  obtained. 
Physical  and  chemical  data  is  compiled  and  the  results  vTill  be 
incorporated  into  the  standard  grades  for  the  different  types 
of  tobacco  studied. 
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(6)  Dctailc.d  reports  of  all  studies  mde  are  filed  v;ith  the  Chief, 

(7)  Not  applicable  in  research  studies  nor  in  the  promulgation  of 
standards • 

(8)  By  means  of  frequent  discussions  and  informal  conferences  within 
the  Division  procedures  are  improved  upon  and  efficiency  in  hand- 
ling problems  is  gained  by  the  exchange  of  ideas, 

(9)  No  determination  is  mado  as  to  work  load  distribution, 

(10)  The  Chief  is  in  constant  touch  vdth  all  members  of  the  Division 
and  with  their  problems  and  methods, 

d,  A continuation  of  the  present  v/ork  plan  is  proposed.  Appraisals  of 
procedures  will  be  continued  and  contacts  with  associated  agencies 
will  be  maintained  in  an  effort  at  maximum  efficiency  and  economy 
in  the  program. 

Identifying  Problems  and  Scheduling  Action  on  Solution  of  Such  Problems.  ■ 

A,  The  following  persons  compose  the  Ivlanagcmont  Improvement  Committee  for 
the  Tobacco  Branch: 


Chairman:  Stephen  E,  Nr at her 

Members;  Milton  S.  Briggs 
M.  I • Dunn 
J.  V.  Morrow 
George  E,  Pov/ell 
J.  J.  Todd 
Frank  B.  V7ilkinson 


\ 


B,  Description  of  irethods  are  included  in  Paragraph  C below, 

C,  (l)  Thr9ugh  contact  v/ith  the  Industry,  the  Producers,  Marketing  Services 

Division,  reviews  of  procedures  and  appraisals  of  the  program  w’ithin 
the  Division, problems  arc  identified  and  action  scheduled, 

(2)  Opinions  and  reactions  of  producers,  members  of  the  trade,  etc,, 
are  given  most  careful  consideration. 

(3)  Observation  and  study  of  old  and  new  problems, 

(4)  Greater  cooperation  with  associated  Federal  agencies, 

(5)  New  standards  are  promulgated,  when  needed  in  tobacco  typos  not  having 
U.  S.  Standard  Crrados,  and  revisions  in  existing  standards  are.  effected 
v;hon  ncoci  for  revision  is  established  either  through  field  contacts  or 
through  re search  studios, 

a.  No  priority  is  given  to  areas  havi:ig  largest  number  of  employees. 

No  priority  is  required  to  be  given  to  areas  having  administrative 
difficulties. 


b 


c*  Schedules  must  conform  to  the  immediote  requirements  of  indi- 
vidual tjrpes  of  tobacco. 

d.  EiT5)loyees  must  take  action  to  conform  with  the  immediate  problem. 

(6)  New  standards  and  revisions  are  reviewed  and  examined  by  the  Division, 
by  the  Director's  office,  by  Marketing  Services,  Marketing  Programs 
and  other  interested  Divisions. 


III.  Management  Improvement  Statements  and  Reports, 

Al.  No  i*evision  to  the  statement  submitted  in  September  1949  is  being 
presehtetd. 

A2.  No  additional  Management  Improvement  Statements  are  to  be  submitted 
with  this  report. 


Bl.  A status  report  is  attached  for  the  statement  submitted  by  this  Division 
in  September  1949. 

t 

Identifying  Outstanding  and  Efficient  Units,  Supervisors  and  Employees. 


1 

Program  admihistrcotion  is  not  routine 'and  feel  that  work  must  be  tested 
by  professional  rather  than  by  factory  standards.  Our  recognition  of  good 
work  takes  the  form  of  personally  complimenting' the  individual  or  unit, 
assigning  work  in  accordance  with  capabilities,  recommending  promotions 
whenever  merited,  and  giving  such  public  recognition  to  the  staff  members 
as  circumstances  permit  through  assigUiTients  involving  individual  responsi- 
bility and  participation  in  conferences. 


Status  Report 


1. 

Tobacco.  Branch 

Tobacco  Standards  & Technical 
Research  Division 

2. 

July  12,  1950 

3. 

TB-14 

September  8,  1949 

* 

Three-fourths  of  one 

man  year 

Tentative  Standard  Grades  have  been  established  for  Broadleaf,  Type  51,  and 
Havana  Seed,  T^rpo  52 ^ produced  in  I'lassachusetts  and  Connecticut,  and  for 
Types  53,  54,  and  55,  produced  in  Pennsylvania,  Nev/  York,  b'isconsin  and 
Minnesota. 

5.  Tentative  Standards  v;ill  bo  proirnlgatod  for  Pennsylvania  Seedleaf,  Type '41, 
during  this  year.  Study  will  be  continued  on  Types  51  to  55,  inclusive, 
and  on  Puerto  Rico  filler  tobacco,  Tjp)g  46,  77ith  further  nodifications  in 
those  Standards  as  a consideration. ' Since  the  Tentative  Standards  for 
Maryland  Air-cured  tobacco.  Type  32,  have  been  given' a thorough  test  in 
practical  operation  they  will,  vjith  .minor  revisions,  bo  recommended  for 
promulgation  by  the  Secretary  as  Official  Standards. 

6.  Other  Tentative  Standards  will  be  considered  for  promulgation  by  the 
Secretary  in  1952  and  such  Tentative  Standards  T-vill  be  developed  for 
other  types  as  circu.mstances  warrant. 

7.  With  the  issuance  and  revisions  of  Standards  for  cigar-leaf  tobacco,  price 
support  progrcims  were  instigated  and  several  million  pounds  of  producers* 
tobacco  was  inspected  a.’^d  placed  under  loan.  The  Standards  have  been  of 
great  ser'/ice  to  tobacco  farmers  and  .members  of  the  trade  who  have  not  here- 
tofore had  definite  knowledge  of  the  different  qualities  and  characteristics 
of  tobacco  as  systematically  classified  under  the  Standards.  The  Standards, 
generally  satisfactory  to  the  producers,  dealers  and  manufacturers  of  the 
tobacco,  in  these  types  is  indicative  of  the  success  of  the  program  of  the 
Tobacco  Standards  and  Technical  Research  Division. 


TOBACCO  BRANCH  - 


I'laval  Stores  Division 


I.  IIBT’':T:CHY  AlY)  STATEli:!^  0? 
TECIfMIQUYS. 


CUR 


;rvrEY  FACILITIES  AID 


This  statenent  follo-./s  the  ”CUTLI‘D  jOA  DRTCLOPl lEIH’  0?  BRAACH 
OR  OFFICE  JlAmaR'-D-lT  I: TROVEI rJ;:?T  HA2T  SUP~I;T EVTI D •RHORANDA 
OF  lAY  1950  AUD  :AY'17,  1950  FROL  TH  ’ ASCISTAAT  ADI  I'lS- 
TR/i.T0R  FOR  : AUAC-R'RrIT”,  dated  :'a.y  25,  1950  (h^reiuaEter  referred 
to  as  the  "Outline”).  Separate,  detailed  statements  have 
been  prepared  for  the  nrice  support  pro;;ran  and  for  standardiz- 
ation, regulatory,  and  inspection  activities  under  the  ITaval 
•-•tores  Act  of  192o.  The  position  of  the  i'aval  Stores  Division 
vj-ith  respect  to  each  of  the  categories  of  “^i'A  j)rof;raris  listed 
on  page  2 of  the  "Outline"  folloi/s: 


^0  Agricultural  conservation  program  - The  conservation  pro- 
graTii  for  gLu.i  ne.val  stores  is  administered  by  the  Forest 
Service,  One  element  of  producer  eligibility''  under  the 
GCC  Loan  prograxii  is  that  he  be  a participant  in  the  --urn 
I'^aval  Stores  Conservation  Rrorrara,  or  otherndse  'follow 
good  conser'vation  practices.  In  addition,  PI  A benefits 
from  the  informal,  mutual  exchange  of  infomaticn  and 
ideas  T.dtli  the  Forest  -ervice, 

b.  Production  adjusti'ient  programs  - Rone  in  operation, 

c.  Price  support  - “)etailed  statement  included. 

d.  ougar  stabilisation  - ’lot  aoplicable, 

6i  Internat  j o'nal  cornodity  af;reenent  ■'‘rograras  - bne  currently 
operative  or  contemplated, 

f.  Surplus  removal  - ‘'Tone,  other  than  those  connected  \d.th 
price  su'-port  liquidation  oper.ations, 

g.  Supply  programs  - *one  currently  operative, 

h.  .‘breign  purchase  programs  - ' one  currently  operative, 

i.  School  lunch  nrogran  - not  ap'olicable, 

j.  i'arlcetinr  agreements  and  orders  - bne  currently  operative, 

k.  arketing  research  and  standardization  programs  - The 
economic  research  activities  of  the  Division  are  designed 
to  implement  and  svippleriisnt  the  price  support  operations 
a.nd  are  covered  in  the  statement  re  orred  to  in  topic  (c) 
above*  standardization  is  one  of  the  three  ria.ior  lines 
of  activity  under  the  ’byal  Stores  Act  and  is  included 

in  the  detailed  statenent  o.n  marketing  services^ 

l.  marketing  services  - <"-rading  and  inspection,  another  major 
activity  under  the  Raval  tores  Act,  is  covered  in  the 
detailed  state; lent  on  iiarketinr  services.  In  addition. 
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the  Div‘ .Sion  has  prooosed  a narkot  nev/s  service,  rfith 
emphasis  on  price  rei:)ortinr;i  for  turpentine  and  rosin. 

This  proposal  has  been  included  in  the  Departi.ient ks  loii^: 
ranr^e  plan  for  narkot  nev/s  development. 

m.  J Marketing;  regulator:'  programs  - P^egul't:  on  of  interstate 
comriorce  in  naval  stores  is  the  third  major  activity 
under  the  'aval  Stores  Act  and  is  covered  by  the  detailed 
statement  on  marketing  services. 

n.  Other  production  and  marketing  programs i 

(1)  O'ederal  crop  insurance  - fot  applicable. 

(2)  '/ater  resources  - Vg  apnlicablo. 

(3)  Foot  and  mouth  eradication  - ''ot  a,ppli cable. 

(4)  1 or eign  economic  assistanoe  **  lie  cooperate  and  e^** 
change  information  with  the  FCA  staff  on  naval  stores 
problems. 

(5)  Import  controls  - "one. 

In  the  follor/ing  sections,  A and  B,  each  of  the  tvio  principal 
functions  of  the  k.val  .tores  bivision,  price  support  and 
marketing  services,  are  described  in  accordance  with  the 
headi  ngs  contained  in  the  "Attacliraent"  which  comprises  pages 
8 - 13  of  the  ’’Outline". 

A.  Price  'support  Program  for  Guia  Maval  Stores 

1 . Progr^  Objectives  and  Operational  Plans; 

A statement  of  the  objectives  of  the  naval  stores 
price  support  activities  vmis  included  in  the  Tobacco 
Branch  report  on  that  subject. 

a.  Price  support  operations  for  gum  naval  stores 
ane  permissive,  both  under  existing  and  previous 
legislation.  Legal  authority  for  the  1950 
program  is  contained  in  "ection  301  of  tP.e 
Agricultural  Act  of  1949  and  the  Comraodity  Credit 
Corporation  Charter  Act,^as-,'aiao3ided*  The  decision 
is  made  each  year  as  to  the  continuance  of 
support  operations  and  the  level  of  support. 

b.  Pith  respect  to  a statement  of  program  objectives 
for  staff  use,  we  find  that  within  the  Division 
and  Branch,  inforr.ial  discussion,  at  staff  meetings 
and  other  conferences,  is  the  m.ost  effective 

' means  of  exchanging  and  developing  information 

regarding  the  urogram.  In  addition,  the  publica-' 
tion  "Price  Support  -^rograms  for  Gum  Haval  Stores, 
1934-46"  by  Briggs  and  Freeman  (copy  attached ), 
is  a handy  and  readily/  available  source  of  back- 
ground information.  For  the  i?'.  format  ion  of  pro- 
ducers and  the  trade  this  progrsun  information 
v/as  brought  up  to  date,  in  the  fori  of  special 


articles  in  the  1948  and  1949  issues  of  The 
I'aval  Stores  I?.evieiv  Internati  onal  Yearbook. 

c*  (l)  As  is  T\,’’ell  knoira,  the  orice  support  recom- 
mendations of  the  producers  and  other  trade 
interests  are  vociferously  presented.  The  fact 
that  the  naval  stores  prograin  is  on  a ^i^ear-to- 
year,  permissive,  basis  r.iakes  these  groups  all 
the  more  concerned  to  bring  their  vie^vs  before 
the  DepartiTient. 

(2)  Intra-branch  rocoi?a~iendations  are  obtained  by 
consultation  mth  the  Branch  Director  and 
others,  including  the  PDA  Comr.iodity  Office 
in  Atlanta;  no  field  offices  of  the  Branch 
are  involved. 

(3)  Formal  review  outside  the  Branch  is,  of 
course,  chiefly  effected  by  the  docket  pro- 
cedure. In  practice,  we  work  closely  with 
the  Office  of  the  Solicitor  and  the  Fiscal 
Branch,  in  formulating  and  operating  the 
loan  program, 

d.  The  raajor  operational  features  of  the  proposed 
loan  urogram  are  covered  in  each  year’s  cbcket, 

A loan  pro'  ran  is  essentially  a marketing  prob- 
lem, and  ta.rget  dates,  etc.,  are  set,  by  the 
marketing  practices  follovred  for  the  particular 
cor  modi  ties  involved. 

The  operation  of  the  loa.n  program,  by  virtue 
of  its  volume  and  importance  is  given  priority 
in  the  Division,  Those  in  charge  ha'^-e  had  long 
experience  and  deep  interest  in  the  effective 
and.  efficient  operation  of  the  program.  This 
program  is  not  routine  or  static;  new  problems 
arise  from  its  operation  almost  daily  and  demand 
the  active  attention  of  the  staff.  As  a result, 
the  ^Hvork  plan"  is  largely  one  of  determining 
the  order  of  importance  of  pending  business, 

e.  The  objectives  and  operational  plans  involved 
in  price  support  operations  are  continuously 
under  review  and,  in  our  opinion,  -hose  constant 
observations  supply  an  effective  review  of 
methods  and  facilities  locking  to  the  prompt 
solution  of  problems  and  improvements  in  operations. 

Pete  mining  Program  .-tesults  t 

a.  The  accomplishments  of  an^r  CCC  loan  probably  are 
more  readdly  determinable  than  those  of  other 
, types  of  n-overnmental  operations.  If  loans  are 
made  readily  available  to  all  eligible  producers 
throughout  the  m.arkoting  season,  efficiently  and 
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at  minirauin  cost,  the  ■oriric'-rs’'  objective  has  been 
achieved. 

b.  The  appraisal  is  a virtually  continuous  process. 

c.  The  Ilaval  Stores  division  nalces  a point  of  ac- 
counting for  each  program  separately  as  well 
as  in  series.  The  publication  cited  a.bove  in 
subsection  I A b evidences  our  interest  in 
analyzing  program  operations. 

d.  The  Naval  Stores  division  has  the  imnediate  and 
primary  responsibility  for  the  operation  of  the 
Gum  Naval  Stores  Loan  Program,  subject  to  the 
over-all  supervision  of  the  Branch  Director. 

e.  f,  g.  The  Branch  Director  is  kept  currently  in- 

formed about  progra.n  operations;  any  problem 
of  consequence  is  'discussed  with  him  before 
action  is  taken.  The  preparation  of  a docket 
is  one  major  formal  occasion  for  his  review 
of  the  operation;  another  is  the  annual 
reporii  of  the  Division 

h#  A summary. of  reports  received  is  attached  as 
bchibits  A1  through  A6. 

i.  A summary  of  reports  prepared  is  attached  as 
Exhibits  A7  through  A16. 

j»  ViO  action  presently  is  planned  for  changing  the 
determ.ination  of  the  results  of  the  Gum  I'Taval 
•Stores  Loan  Program. 

3.  Determining  Efficiency  and  Economy 

■ m imjrn  m injmiim  ■ ■■■■■■ - mmim  m ■ i m m w mm 

a,  b,  c^  The  ''’aval  Stores  Division  was  included  in 
the  detailed  review  made  by  the  Budget  and 
lianagenent  Branch  in  1948.  That  review 
confirmed  the  retention  of  all  naval  stores 
activities  in  a sinr^ie  divj.sion.  At  the 

'Jr 

PTashington  level  there  are  onl^r  3 professional 
employees  directly  involved  in  the  Gum  Daval 
Stores  Loan  Program,  so  the  organizational 
problem  is  virtually  non-existent,  and  the 
points  outlined  under  this  heading  are 
largely  ina''’>licable.  However,  operation 
of  the  program  in  the  field  involves  numerous 
organizational  problems  and  personnel;  and 
these  are  discussed  in  the  f ollor.dng  paragraphs. 

The  annual  preparation  of  a docket  and.  of  the  program 
procedures  i.dth  related  and  inplenenting  forms 
affords  a complete  review  of  the  price  support 
organization.  The  docket  bidngs  out  that  the 
American  T-urpentine  Hamers  Association 
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CooperatiTe,  Yaldosta,  n^eorgia,  acts  as  borro'^ver 
and  the  nr  inary  field  agency  ejid  that  tdie  Plli 
Gonnodity  Office,  Atlanta,  'Georgia,  reviews  all 
loan  docunenfcs,  schedules  all  disbursements, 
receives  all  proceeds,  and  maintains  custody 
of  the  title  documents*  Thus,  fiscal  control  is 
centered  at  the  A.tlanta  Office;  the  Association 
makes  the  loan  available  to  the  producers,  checks 
the  eligibility  of  the  p:  oducers  and  collateral, 
supervises  the  loan  storage  activities,  and 
effects  redemptions;  liquidation  of  unredeemed 
collateral  is  made  by  the  ashington  staff  of 
the  Division  vj-ith  the  ?Jn.  Commodity  Office, 

Atlanta  handling  the  release  of  title  documents 
and  receipt  of  funds* 

Close  supervision  is  riven  to  the  activities 
of  the- Association  and  its  record  of  loan  program 
administration  is  excellent,  both  as  to  efficiency 
ajid  economy.  The  supcr''7ision  includes  drafting 
of  the  over-all  loan  agreement  v.lth  the  Association 
and  its  subcontracts  v/ith  producers  and  warehouse- 
men, budgetary  control  over  the  loan  progra.m 
expenditures  of  the  Association,  and  continuous 
supervision  and  cooperation  in  all  phases  of 
pro'Tam  activity''*  Economy  of  operation  stems  from 
the  fact  that  the  Association  is  a going  concern, 
deriving:  most  of  its  revenue  from  membership 
fees  and  other  revenues,  and  performing  loan 
functions  only  as  and  ^'A'vhen  needed,  on  a cost 
basis  (see  attached  suimiary). 

Econom^^  of  storage  operations  has  been  achieved 
by  successive  reductions  in  storage  rates,  which 
have  reduced  turpentine  storage  charges  to  56 
percent  of  the  cormercial  rate  and  rosin  charges 
to  only  38  percent  of  the  comiercial  rate.  On 
the  other  ha.nd,  the  requirements  and  conditions 
of  storagG  have  been  constantly  improved. 

Supervision  of  the  Atlanta  Office  functions  is 
primarily  a function  of  the'  Fiscal  Branch,  our 
interest  centering  in  the  adequacy  of  its  program 
operations  which,  we  may  add,  have  been  outstanding. 

In  addition  to  these  reviews  of  the  day-to-day 
program  operations,  ire  find  that  efficient  program 
operation  demands  longer  range  research  and  planning. 
The  preparation  of  the  1934-46  summaiy'’  of  price 
support  opero-tions  (see  I A b)  not  only  served  and 
still  s'orves  as  informational  material,  but  also 
as  an  exceptionally  thorough  reviev/  of  price,  support 
objectives  and  methods.  Information  on  the  foreign 
demand  and  su"''ply  situs. ti  on  alwairo  has  been  scanty 
and  unroli-able.  Yet,  a large  share  of  U.  S.  pro- 
duction is  exported,  ilore  complete  knovledge  of 
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trends  0Jid  pro  sheets  vras  needed  both  for  the 
foriTiulation  of  domestic  price  support  programs  and 
as  a guide  to  disposal  operations#  The  Division, 
v/ith  the  cooperation  of  the  Office  of  foreign 
..Agricultural  Delations  and  the  State  Departraent, 
is  obtaining  regular  reports  from  consular  sources 
and  is  novr  preparing  the  first  major  report  for 
ear  13/’  release  to  the  producers  and  trade.  Another 
operational  problem  requiring  extended  study  has 
been  the  trend  to  control  distillation  of  the  crude 
pine  gum#  h'ith  the  assistance  of  .RIA  funds,  a 
study  was  completed  for  release  in  January/  1949# 
Processing  margins  ha.ve  continued  to  be  kept  under 
revie?/  h^/-  means  of  weekly  reports  from  the  processors# 
These  also  serve  as  the  basis  for  a weekl^^  report 
on  the  aArerage  prices  paid  for  crude  gun,  a report 
which  is  useful  to  producers  in  tlieir  sale  of  crude 
gum  and  v;hich  receives  wide  distribution  in  the 
naval  stores  area#  Another  operational  problem 
has  been  the  computation  of  a parity  price  for 
crude  gum  under  the  definitions  embodied  in  the 
Agricultural  net  of  1949#  This  Division  utilir,ed 
the  experience  gained  in  the  study  of  central 
distillation  to  obtain  an  historical  series  of  gum 
prices  for  the  period  1940-49,  These  data  were 
si,imnarized  and  anal^^'zed  a.nd  have  been  referred  to 
the  Bureau  of  Agricultural  Dcononics  for  checking 
and  official  release. 

The  Division  is  continuing  its  efforts  to  achieve 
and  me.intain  maximum  efficiency  and  economv  in  all 
phases  of  program  operation#  recent  exam.ple  of 
these  efforts  is  the  inclusion  in  the  1950  ' are- 
house  Agreement  of  lov/er  storage  rates,  increased 
liability,  and  a provision  that  any  ext rao r dinar 
expense  incurred  the  Association  or  Commodity 
in  supervising  storage  may  be  set  off  from  storage 
pa^nnents  due  the  warehouseman. 

B#  Marketing  Cervices! 


The  baval  .Stores  Act  of  1923  is  adninistered  as  a single 
program  and  the  immediate  supervision  of  the  A6t  is  vested 
in  a supervisory  chemist,  vdio  superAmses  the  develop- 
ment of  physical  and  chemical  standards  for  naval  stores, 
the  inspection  and  grading  service,  and  the  regulatory 
inspections  which  are  designed  to  prevent  the  sale  of 
adulterated  or  mislabelled  nas^al  stores  in  covimerce# 

Since  the  Act  is  administered  as  a unit,  it  is  believed 
that  a single  statement  more  realistically  A7ill  cover  the 
inventor^r  of  current  revioA^  facilities . and  techniques  for 
the  standardization,  inspection,  and  regulatorj^  foatures 
of  the  Act  than  separate  statements  under  classifications 
k,  1,  and  m on  page  2 of  the  "Outline#" 
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1«  Program  Cbjoctives  and  Operational  Plans : 

A statement  of  program  objectives  under  the  ITaval 

Stores  Act  was  included  in  the  Tobacco  Branch  report 

on  objectives, 

a.  All  three  of  the  major  prograra  objectives  are 
^ite  specifically  enumerated  in  the  I'laval  Stores 

Act, 

b.  Copies  of  the  Act  are  available  and  informal 
contacts  keep  interested  Branch  personnel  currently 
inforraed, 

c.  The  standardization,  inspection,  and  regulatory 
objectives  are  so  specific  as  to  leave  little  doubt 
of  their  conformity  to  legislative  and  executive 
policy, 

(1)  The  inspection  service  is  voluntary  and, 
therefore,  is  dependent  upon  and  responsive 
to  the  needs  of  the  producers,  consumers, 
and  distributive  trade,  particularly  the 
latter.  Changes  in  standards  or  promulgation 
of  new  standards  under  the  Act  are  subject 

to  public  hearing  and  Federal  Register 
publication, 

(2)  Recommendations  from  the  field  staff  are 
obtained  through  frequent  correspondence  and 
by  periodic  visits  of  the  supervisory  personnel 
to  the  field, 

(3)  The  annual  pro^’ress  report  and  amiual  requests 

for  appropriations  provide  the  major  occasions 
for  regular  review  of  objectives  by  PI  A and 
Department  officials  and  by  the  Congress  and 
public#  1 

d*  The  principal  vrork  plans  include  the  assignment  of 
territory  and  v/ork  to  each  of  the  field  inspectors 
and  the  allocation  of  effort  of  the  ■''ashington 
staff  betireen  standardization,  re.gulatory,  and 
inspection  activities, 

(1)  Inspection  work,  including  billings,  obviously 
has  to  be  done  on  schedule;  there  is  more 
latitude  in  some  other  activities  under  the 
Act , 

(2)  The  supervising  chemist  is  immediately  responsible 
for  the  work  plans,  though  the  Chief  of  the 
I^Iaval  .stores  ivision  also  devotes  considerable 
time  to  the  broad  planning  phases  of  the  Act 
a.cbninistrat  ion. 


(3)  Record  keeping  and  correspondence  are  the 

principal  means  of  keeping  track  of  the  inspec- 
tion activities* 

e»  The  adrainistration  of  the  Act  involves  a comparatively 
small  staff,  all  of  long  experience,  and  is  well 
integrated  rdth  the  other  naval  stores  activities* 

I'lo  changes  are  contemplated  at  present  in  the  method 
of  reviewing  operations* 

2*  Determining  Program  Results 

a.  The  inspection,  standardization,  and  regulatory  activi- 
ties all  are  so  specific  as  to  require  no  special 
means  of  determining  accomplishments* 

b.  (l)  The  appraisal  of  results  of  inspection  and  regu- 

latory work  is  continuous  and  the  result  of  each 
standardization  project  is  measured  by  the  suc- 
cessful conclusion  of  the  project* 

(2)  In  addition  to  the  periodic  review,  the  v/ork  is 

reviewed  annually  in  the  form  of  budget  presenta- 
tion and  an  annual  report. 

c*  Comparisons  are  made  bet\'^;een  fiscal  years. 

d.  The  Division  Chief  and  supervising  chemist  perform 
the  priiiiary  appraisals. 

e.  !'o  other  formal  arrangement  is  utilized. 

f.  The  annual  progress  report  is  the  regular  means  of 
reporting  formally  to  the  supervisory  officials. 

g.  Appropriate  action  is  taken  such  as  for  example, 
adopting  the  results  of  acidity  tests  in  loan  program 
operation,  and  publishing  a designa.tion,  or  standard, 
for  a new  kind  of  rosin  made  from  tall  oil. 

h*  See  attached  summary  of  reports  received,  Ibchibit  A-15. 

i*  See  attached  summary  of  reports  prepared.  Exhibit  A-16. 

j.  1/e  believe  that  the  appraisal  of  I'^val  Stores  Act 

operations  are  specific  enough  under  current  methods 
as  to  require  ho  chang^o  at  the  present  time, 

3,  Determining  Jfficiency  and  Dconomy 


a . Review  o f Qrganization 

The  organization  of  the  iki.val  >tores  Division,  including 
the  administration  of  the  ‘-Taval  stores  Act,  iras 
revievred  in  detail  and  approved. 

(1)  Reviews  are  made  both  continously.  and  annually. 
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(2)  Th3  revievf  covers  employee  finiotions*  The 
.Southern  field  employees  are  primarily 
inspectors,  the  iJeiv  York  man  is  a re;^^latory 
employee -chemist  devoting  part  time  to 
supervision  of  inspectors  and  pa,rt  to  research 
work  on  regulatory  analysis,  etc#  The  time 
spent  on  various  functions  by  the  './ashington 
staff  is  allocated  for  budgetary  and  'vTork- 

p 1 anni ng  pur poses# 

(3)  Volume  of  Y^rork  is  considered  iii  the  revieYr, 

(4)  The  organization  is  graall  and  the  review/  is 
largely  a matter  of  Tvork  planning  conducted 
by  the  division  Chief  in  collaboration  v/ith 
the  cheraist-supervisor. 

(5)  The  field  offices  are  included  in  the  reviev/# 

(6)  The  guiding  principle  is  to  ma:cinize  the 
effectiveness  of  all  throe  phases  of  the  v^ork# 

(7)  key  operating  personnel  are  consulted. 

(8)  The  organizational  structures  of  other 
agencies  are  studied  for  possible  application 
to  the  naval  stores  work. 

\ 

(9)  The  most  coimpon  imnlenentation  is  the  re- 
assignment of  inspection  and  regulatory  ^ 
territories  and.  of  specific  tas!:s  araong  the 
' ashington  and  field  staff. 

I 

Revievj-s  of  Procedures  and  Ifethods 

(1)  The  effort  made  to  accomplish  the  greatly 
expanded  xYork  vrithin  the  limitation  of  an 
inadequate  budget  keens  the  staff  constantly 
on  the  alert  for  maximum  economy. 

(2)  Prograjp  requirements  are  fairly  stable  and 
currently' need  little  revision,  except  for 
basic  changes  in  the  industry.  For  example, 
the  regulations  under  the  ITaval  Stores  \ct 

’ Trere  completel3r  revised  in  1945  to  ^accommodate 
the  basic  changeover  in  the  industry  from 
country  stilling  to  central  nrocessing  of 
gum. 

(3)  ProcedYires  are  not  reissued  by  other  offices. 

(4)  The  work  is  organized  in  such  manner  that 
currently  submitted  inspection  reoorts,  etc., 
comprise  an  automatic  check  on  performance. 


(5)  '-^ther  experience  is  utilized]  no  PI!A.  State 
or  County  Office  is  involved. 

V. 

(6)  The  staff  is  constantly  alert  to  achieve 
rnajcimum  efficiency  and  econoin^^  in  all  the 
work  methods. 

(7)  Tlirow'^h  the  supervising^  chemist  and  the  field 
suoervisor • 

Revie-yy  of  Staffing  pequireinents  and  Utilization  of 

Persorjiel  __i— 

(1)  :'o  'V/ork  units,'*  as  such,  have  been  developed, 
but  the  field  inspectors  are  assigned  specific 
territories  to  cover,  and  because  they  are 
few  in  nuraber,  a high  order  of  industr^r  is 
required  to  complete  their  assignments. 

( 2 ) Porna 1 wo  rk  un^t  s not  e st ab 1 i shed . 

(3)  Quantitative  data  for  measuring  performance 
of  the  field  men  consist  of  the  assignment  of 
territories . 

(4)  The  work  plan  for  the  year  is  set  by  the 
objectives  of  the  program  rather  than  in 
terras  of  quantitative  work  units. 

(5)  The  quality  of  perfornance  of  inspection 
duties  is  readily  determined  by  the  voluntary 
acceptance  of  the  inspection  service  by 
virtually  the  entire  gum  naval  stores  trade: 
and  by  some  vrood  naval  stores  manufacturers 5 
regulatory  performance  is  readily  checked  b^r 
the  cases  brought  inj  and  performance  v/ith 
regard  to  standards  is  determined  by  the 
acceptance  thereof  under  the  Act  or  the 
adoption  thereof  by  the  American  Society  for 
Testing  IJatorials. 

(6)  Performance  is  measured  by  direct  observation 
rather  than  by  any  sg'sten  of  Workload  reports. 

(7)  Data  on  the  volume  of  naval  stores  products 
inspected  are  included  in  the  annual  report 
and  budgetary  statements,  but  standardization 
and' regulatory  activities  are  not  adaptable 
to  cost  accounting. 
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(8)  VJliile  no  such  deficiencjr  has  been  experienced, 
its  occurrence  v/ould  be  net  by  appropriate 
notice  to  the  affected  -unit  or  employee,  and 
properly  followed  up  until  reraedied. 

(9)  The  distribution  of  duties  is  made  by  observa- 
tion of  individual  performance, 

(10)  The  position  discriptions  are  kept  as^  closely 
related  to  actual  duties  performed  as  possible# 

d*  dudget  limitations  have  been  so  stringent,  particu- 
larly over  the  past  several  years,  that  the  entire 
staff  has  done  its  utraost  to  effect  economies# 

At  the  present  tine,  no  means  of  increasing  the 
effectiveness  of  our  reviey/  of  the  program  are 
apparent, 

II.  IJTVTilJrE'ORY  JTATEITDrTT  OF  FACILITIES  AID  TFCHIIIQTJGS  FOR  IDSRTmilTG 

PRORLEHS  AID  SCHEDULI’D-  ACTIOH  0^-‘  SOLUTION  0?  SUCH  PROBLEIIS 

A#  The  membership  of  the  Tobacco  Branch  I^nageneht  Advisory 

Committee  includes  the  chief  of  each  division,  tlje ’“chairman 
is  the  Assistant  Director  of  the  Branch# 

B.  The  most  important  means  available  to  the  Uaval  Stores 
Division  in  identifying  and  meeting  opera.tional  problems 
is  the  experience  of  the  staff,  Ilr,  Grotlisch  has  been 
associated  vath  the  Uaval  stores  net  since  its  enactment 
in  1923  and  Hr.  Briggs  vjas  one  of  the  earliest  employees 
of  CCC  and  has  handled  naval  stores  program  operations  since 
inception  in  1934,  as  well  as  programs  for  a large 
number  of  other  agricultural  comraodities#  The  other  pro- 
fessional members  of  the  staff,  including  all  but  two  of 
the  field  staff,  have  had  comparatively  long  and  wide 
experience  in  naval  stores  and  other  program  operations. 

C#  Outline  for  '’)escribing  ' etliods  Used 

1.  Review  metliods  include  frequent  consultation  rrith 
the  staff  on  all  program  operations,  preparation 
of  dockets,  preparation  and  review  of  annual  reports, 
comparisons  i.dth  other  programs,  opportunity^  for  economy 
and  improvement  in  over-all  operations# 

2#  Public'  reaction  froqueiitly  reveals  problems,  both 
in  price  support  and  Uaval  Stores  Act  operations# 

IJov'.rever,  maximum  efforts  are  exerted  to  anticipate 
nroblems  and  take  corrective  action  before  the  pro- 
gram is  promulgated#  here  practicable  and  appropriate, 
problems  are  discussed  with  the  producers  and  trade 
before  action  is  taken# 

3#  Jill  methods  in  use  are  described  in  1 and  2 above. 
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4-.  Identification  of  problems  is  not  a major  operational 
consideratioii  with  the  snail  staff  in.th  which  this 
D i V i s i on  func  t i ons • 

5,  Action  is  scheduled  on  a balancing':  of  numerous  con- 
siderations. Those  causir."  serious,  immediate  diffi- 
culty get  first  attention,  but  we  strive  to  talce  longer 
range  action  in  problem  areas  Ydiich  appear  raost 
susceptible  of  ultiraate  savings.  The  'ivision  Chief 
does  not  s.l-'^a.^rs  set  calendar  deadlines  (though  these 
are  frequently  involved),  but  always  gives  an  indica- 
tion of  a period  v/iien  he  expects  completion  of  an 
assignment  or  a renort  of  progress. 

6.  All  action  bg-^  the  staff  receives  the  careful  review 
of  the  Chief  and  policy  natters  are  cleared  before  re- 
lease » 


III.  MiiAGEOi^  r ?dCT^:iiir  STATnif^'drs  i\m  jitpo^ts 


A.  Management  Improvement  Statements 

' No  -revisions  of  the  statements  submitted  in  September  1949 

are  beir^g  offered  at  this  time,  nor  have  any  new  problems 
arisen. 

C.  Reports 

A status  report  is  attached  for  each  of  the  statements 
submitted  by  this  Division  last  September.  See  Exhibits 
B-1  through  B-G,  attached. 

IV.  STATETSVlT  OF  GURiiElTr  IGTHODS  OF  IDE-d? IFYIl't^  OUTSTAlDIirr  AID 
SFFICISI'ir  UNITS,  SUP  ERVISORS,  AID  EIDLOYEESo 


Program  administration  definitely  is  not  routine  and  it  is 
felt  that  work  must  be  tested  by  professional  rather  than  by 
raebhanical  standards.  Our  recognition  of  good  work  takes  the 
form  of  personally  complementing  the  individual  or  unit, 
assigning  i/'orlc  in  axcordance  ivith  capabilities,  recommending 
promotions  v/henever  merited,  and  giving  such  public  recognition 
to  the  staff  members  as  circi-imstances  permit  through  assign- 
ments involving  individual  responsibility  and  participation 
in  conferences. 
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h.  Reports  Required  or  Received  by  the  Naval  Stores  Division 

(1)  Report  of  CCC  Loans  (Form  PMl-244),  Chaxge  in  CCC  Inventory 
(Commodity  Credit  Corporation  Form  3),  and  Gum  Naval  Stores 
Loan  Collateral 

(2)  Furnishod  by  the  PMl  Commodity  Office,  Atlanta,  Georgia. 

(3)  This  report  is  received  monthly. 

(4)  The  loan  and  inventory  reports  summarize  the  quantity  and 
dollar  status  of  the  price  support  programs  and  the  collateral 
report  is  an  inventory.  Copies  are  furnished  to  Fiscal  Branch, 

and  to  the  American  Turpentine  Farmers  Association  Coopera- 
tive, Valdosta,  Georgia,  but  all  items  are  needed  by  this  office 
as  -mil  as  the  others. 

(5)  The  report  is  used  in  loan  program  administration. 

(6)  The  report  was  first  used  for  Naval  Stores  in  1947  and  its  use 
in  that  program  is  reviewed  annually.  The  form,  as  such,  was 
developed  and  is  revised  by  the  Fiscal  Branch. 

(7)  It  does  not  need  revision 

# 

(8)  The  report  is  not  duplicated  by  other  information  received® 

(9)  This  report  cannot  be  combined  with  other  reports. 

(10)  One  copy  is  received'^and  is  maintained  in  our  working  files. 

(11)  FI-521.1  is  the  instruction  covering  this  report. 

(12)  The  daily  program  advice,  ATFA  Form  5,  market  telegram,  and 
warehouse  inspection  reports,  described  below  are  also  needed 
for  effective  loan  program  operation. 

This  report  is  essential  and  is  in  good  order. 


(13) 


Naval  Stores  Division 
Pm-TOB 

Exhibit  A-2 


h«  Reports  Required  or  Received  by  the  Naval  Stores  Division 

(1)  Telegraphic  report  of  Savamah  market  quotations 

% 

(2)  The  Savannah  Cotton  and  Naval  Stores  Exchange  furnishes  this 
report. 

(3)  The  telegram  is  received  daily.  ^ 

(4)  The  report  shows  market  price  quotations  snd  quantities  offered 
and  sold. 

(5)  The  report  is  a guide' to  prograa  operations,  especially  sales. 

(6)  We  have  been  receiving  it  for  years. 

(7)  No  revision  is  needed. 

(8)  No  duplication  is  involved. 

(9)  This  report  is  not  susceptible  of  combination  with  others. 

(10)  One  copy  is  received  and  is  maintained  in  working  files. 

(11)  The  service  is  subscribed  to  by  this  Division 

(12)  The  Atlanta  office  reports  daily  program  advice,  ATFA  Form  5, 
eind  v/arehouse  inspection  reports  are  also  needed  for  effective 
program  operation# 

•(13)  This  report  is  essential  and  is  in  good  order. 


Naval  Stoi‘GS  Division 
PMi-TOB 


Exhibit  A-3 

h«  Reports  Required  or  Reoeivod  by  the  Nav^l  Stores  Division 

(1)  Daily  Report-  of  Loans  and  Daily  Report  of  Redenptions 

(2)  The  i'iinorlcan  Turpentine  Farmers  Association  Cooperative^. 
Valdosta,  Georgia,  furnishes  this  report. 

(5)  It  is  mailed  by  ATFA  on  each  day  that  any  activity  occurs. 

(4)  It  shows  quantities  pledged  or  redeemed* 

(5)  It  supplements  the  monthly  Atlanta  office  reports  (See 
Exhibit  A-l). 

(6)  It  was  originated  in  1947  and  has  not  been  revised* 

(7)  No  revision  is  necessary. 

(8)  The  Atlanta  monthly  reports  contain  the  same  information, 
but  are  not  sufficiently  current. 

(9)  This  report  is  not  susceptible  of  being  combined  with  other 
reports. 

(10)  One  copy  is  received  and  is  maintained  in  working  files* 

(11)  A letter  request  addressed  to  the  ATFA  is  the  authorization  • 
for  this  report. 

(12)  The  Atlanta  Office  reports,  daily  market  telegram,  ATFA 
Form  5,  and  v/arehouse  inspection  reports  are  also  needed  for 
effective  program  operation. 


(13) 


This  report  is  essential  and  is  in  good  order* 


c 


c 


I 


NaTal  Stores  Division 
Exhibit  A-4 


h.  Reports  Required  or  Received  by  the  Haval  Stores  Division 

(1)  Weekly  Report  of  Gum  PurohEi-ses  (ATFA  Form  5). 

(2)  26  processing  plants  furnish  these  reports* * 

(3}  They  are  submitted  weekly. 

(4)  The  report  shovjs  a quantity  of  each  grade  of  gum  purchased, 
estimated  total  content  of  turpentine  and  rosin,  and  total 
amount  paid, 

(5)  The  data  received  from  the  processors  are  averaged  and  a 
weekly  release,  ” Prices  of  Crude  Pine  Gum”  is  prepared  for 
the  information  of  the  producers  and  trade*  The  information 
helps  producers  decide  when  to  use  the  loan  prograa  and  also 
keeps  us  currently  informed  of  processing  nargins* 

(6)  This  form  was  originated  for  the  period  June  1947— July  1948 

* and  has  been  in  continuous  use  since  June  1949*  It  was  last 

revised  Uhy  1950  and  approved  by  the  Btireau  of  the  Budget* 

(7)  No  revision  is  needed, 

(8)  No  duplication  with  other  reports  is  involved, 

(9)  They  cannot  readily  be  combined, 

(10)  One  copy  is  received*  It  is  posted  on  ledger  paper  and  filed, 

(U)  The  report  is  submitted  pursuant  to  the  Warehouse  Agreement 
(ATFA  Form  2,  1950)  and  on  voluntary  basis  from  other  than 
loan  program  warehousemon. 

(12)  Loan  program  operation  also  requires  the  Atlanta  Office 
reports,  loan  program  advice,  market  telegram  and  warehouse 
inspection  reports, 

(13)  This  report  is  needed  and  is  in  good  order* 


€ 


Naval  Stores  Division 
m-TOB 

Exhibit  A- 5 > 


h*  Reports  Required  or  Received  by  the  Naval  Stores  Division 

(1)  Foreign  Service  Reports  - Naval  Stores 

(2)  Embassies,  consulates,  and  attaches  submit  these  reports, 

(3)  They  are  received  annually  from  17  countries,  quarterly  from 
15  others. 

(4)  All  the  available  data  and  information  on  production,  exports, 
in5)ort6,  consumption,.. and  stocks  of  naval  stores  are  included. 

(5)  The  initial  report,  resulting  from  analysis  of  the  data  sub- 
mitted, is  now  in  process  of  clearance  by  the  Office  of  Inform- 
ation, PMA..  The  information  will  be  highly  useful  to  the 
domestic  trade,  and  to' Government  offices,  including 
especially  EGA  and  the  Naval  Stores  Division. 

(6)  It  v/as  originated  3/28/49. 

(7)  No  revision  is  needed* 

(8)  No  other  reports  duplicate  this  information. 

(9)  The  information  is  not  readily  combinable  with  other  reports. 

(10)  One  copy  isreceived/ by  Naval  Stores  Division.  This  is  analyzed 
and  kept  in  the  working  files. 

(11)  They  are  submitted  pursuant  to  Department -of  State,  Foreign 
Service,  Economic  Reporting  Circular  No.  6,  Lferoh  28,  1949. 

The  Naval  Stores  Division  and  Office  of  Foreign  Agricultural 
Relations  collaborated  vj-ith  the  Department  of  State  in  develop- 
ing this  circular. 

(12)  This  report  is  self-sufficient  for  its  intended  purpose. 

(13)  These  reports  are  important  and  are  in  good  order. 


/ 


Naval  Stores  Division 
Pm-TOB 

Exhibit  A-6 

h*  Reports  Required  or  Received  by  the  Naval  Stores  Division 

(1)  Warehouse  Inspection  Report  - Rosin  - Exhibit  A 

Warehouse  Inspection  Report  - Turpentine  - Exhibit  B 

(E)  The  report  is  submitted  by  the  American  Turpentine  Farmers 
' Association  Cooperative,  Valdosta,  Georgia 

(3)  The  average  interval  between  reports  is  6 Tccoks. 


(4)  The  form  provides  a detailed  check  list  of  minimum  items  to 
be  reported  on  the  condition  of  the  stored  collateral. 

(5)  This  information  furnishes  a close  check  bn  storage  conditions 

and  results  in  prompt  remedial  measures  against,  any  deficien- 
cies which  may' occur.  ' 

(6)  The  report  form -was  developed  in  June  1949.  Prior  to  that 
time  inspectors  commented  on  conditions  in  letter  foimu 

(7)  The  report  is  in  process  of  revision  to  fit  1§50  program. 

(8)  There  is  no  duplication  with  other  reports. 

(9)  It  cannot  readily  be  combined  with  other  PMl  reports. 

(10)  The  original  is  received,  analyzed,  acted  on,  and  filed. 

(11)  Ourlottorof  June  27,  1949  to  the  Association  is  the  basis 
for  this  report. 

(12)  Other  reports  necessary  to  loan  program  operation  include 

the  Atlanta  Office  reports,  daily  market  telegram,  ATFA  Form  5 
and  the  daily  loan  advice. 

(13)  This  report  is  essential  and  is  in  good  order.  ' 


J 


C 
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Naval  Stores  Division 
PMI-.TOB 

Exhibit 

Reports  Prepared  by  the  Naval  Stores  Division 

(1)  Status  of  CCC  Price  Support  Inventory,  and  Sales  Reconmienda- 

tions  for  Month  of  » Form  1-*A 

(2)  It  is  submitted  monthly* 

(3)  .It  shovjs  quantities  of  rosin  on  hand,  book  value,  recommended 
sales  price. 

(4)  It  ms  originated  in  January  1950, and  revised  6/i4/50. 

(5)  It  is  covered  by  instruction  from  Assistant  Administrator 
for  Commodity  Operation. 

„(6)  Loan  program  records  are  the  basis  for  the  repori:# 

(7)  No  duplication  has  been  observed. 

(8)  It  cannot  be  combined. 

(9)  It  is  submitted  in  triplicate  to  the  Price  Support  and 
Foreign  Supply  Branch. 

(10)  Currently,  1 to  2 xrean  hours  suffices  each  month. 

(11)  This  report  appears  adequate  f or  t he  purpose# 

(12)  We  have  no  suggestion  on  this  report. 


Naval  Stores  Division 
mV-TOB 


fl  , 


I 


Exhibit  A-8 


Reports  Prepared  by  the  Haval  Stores  Division 

(1)  Report  of  Sales  made  under  Sales  Price  Policy  announced  on 
January  18  and  30,  1950.  Form  1 B 

(2)  It  is  submitted  weekly# 

(3)  It  shov/s  the  purchaser,  quantity,  and  dollar  value  of  goods 
sold# 

(4)  It  \ms  originated  in  1950  and  has  not  been  revised# 

(5)  The  memo  of  Itoch  1,  1950  from  the  President  of  CCG  is  / 
authority  for  this  report# 

(6)  Loan  program  records  are  the  basic  data  for  this  report# 

(7)  The  same  type  of  information,  but  covering  all  sales,  is 
given  weekly  to  the  Assistant  Administrator  for  Ccmmodity 
Operations# 

(8)  It  might  be  combined  with  Exhibit  A-9# 

(9)  Ti7o  copies  are  submitted  to  the  Price  Support  and  Foreign 
Supply  Branch# 

(10)  We  spend  one-half  man  hour  per  vreek  on  this  report# 

(11)  The  information  is  sufficient  for  the  intended  purpose# 

(12)  It  niight  well  be  combined  with  Exhibit  A-»9. 


i 


Reports  Prepared  ly  the  Naval  Stores  Division 

(1)  Memorandum,  subject,  "Information  Needed  to  Carry  Out 

Responsibility  of  CCC  with  Respect  to  Over»All  Operations.” 

^ (2 ) It  is  submitted  weekly* 

(3)  It  lists  quantities  and  prices  of  each  commodity  sold* 

(4)  It  Tj^s  originated  October  1949  and  has  not  been  revised* 

(5)  It  is  submitted  pursuant  to  memorandum  dated  10/3l/49  from 
the  Assistant  Administrator  for  Commodity  Operations* 

(6)  Loan  program  records  aro  the  basis  for  the  report. 

(7)  It  is  partially  duplicated  by  Form  IB*  (See  Exhibit  A-8). 

I • 

(8)  It  might  be  combined  xirith  Form  1 B« 

(9)  An  original  is  submitted* 

(10)  One-half  man  hour  per  v/eek  is  spent  on  this  report* 

(11)  Apparently  this  report  suffices  f or  the  purpose* 

(12)  It  might  well  be  combined  vrith  Form  IB* 


\ 


\ 


i 
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Naval  Stores  Division 
PI.!1(L«*T  OB 

Exhibit  A-*10 

( 

Reports  Prepared  by  the  Naval  Stores  Division 

(1)  Memorandum,  subject,  ’’Recommendation  of  Tobacco  Branch 

Commodities  Ava.ilable  a.s  of  fo2^*  Assistance  to  Foreign 

Countries  under  Subsection  li2('e).  Title  I,  of  the  Foreign 
Assistance  Act  of  1948* " 

(2)  It  is  submitted  monthly, 

(3)  It  is  a statement  of  availability  and  pricing  considerations. 

(4)  It  was  originated  September  1948  and  has  not  been  revised* 


(5)  The  memorandimi  of  September  27,  1948  from  Director,  Price 
Support  and 'Foreign  Supply  Branch,  is  the  authority  for 
this  report® 


(6)  General  program  data  form  the  basis  for  this  policy  recommen- 
dation. 

(7)  It  is  not  duplicated  by  other  reports. 

(8)  Could  not  readily  be  combined. 

(9)  Only  our  original  is  submitted. 

(10)  The  preparation  time  is  variable;  it  averages  about  1 man- 
hour per  month*  . 

(11)  This  report  is  self-sufficient. 

(12)  P/e  have  no  suggestion  on  this  report. 


Naval  Stores  Division 
Bfi-TOB 

Exhibit  A«ll 

Repoi^ts  Prepared  by  the  Naval  Stores  Division 

(X)  Memorandum,  sub;5®°‘^#  ^^Compfiity  Credit  Corporation  Turpentine 
and  Rosin  Stocks  as  of 

(2)  It  is  submitted  monthly. 

(3)  It  shows  stocks  at  end  of  month,  disposition  during  month, 
and  cumulative  disposition  during  the  fiscal  year# 

(4)  It  was  originated  in  December  1949  and  is  unrevised. 

(5)  The  memorandum  of  December  13,  1949  from  Director,  Trans- 
portation and  T/arehousing  Branch,  requests  this  report. 

(6)  The  data  are  from  Atlanta  Office  reports# 

(7)  All  data  are  obtainable  from  the  Atlanta  Office  reports,  but 
are  not  summarized  in  this  form# 

(8)  We  are  not  in  a position  to  judge  whether  this  report  could 
be  combined. 

(9)  An  original  is  submitted# 

(10)  Preparation  time  averages  1 man  hour  per  month. 

(11)  The  report  is  coii5>lete  for  this  particular  purpose# 

(12)  TTe  have  no  suggestion  on  this  report. 


Naval  Stores  Division 
HiTi-TOB 

Exhibit  A-12 

i«  Reports  Prepared  by  the  Naval  Stores  Division 

(1)  OCG  Price  Support  Commodities  Availability  Report 

(2)  It  is  submitted  weekly* 

(3)  It  shows  quantities  of  turpentine  and  rosin  in  "inventory” 

status*  \ 

(4)  It  was  originated  July  1949  and  is  unrevised* 

(5)  It  is  for  the  use  of  the  Administrator,  BB.* 

(S)  Source  of  data  are  the  division' records  - (Atlanta  Office 
reports,  adjusted  for  sales) 

(7)  It  is  not  duplicated* 

(8)  We  are  not  in  position  to  judge  whether  it  could  be* combined* 

(9)  The  original  is  submitted* 

(10)  Preparation  requires  one-half  man  hour  per  week* 

(11)  The  information  suffices  for  the  purpose* 

(12)  We  have  no  suggestion  on  this  report* 


r 
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Naval  Stores  Division 
m-TOb 


Exhibit  A-13 


i*  Reports  Prepared  by  the  Naval  Stores  Division 

(1)  Prices  of  Crude  Pine  Gum 

(2)  It  is  prepared  weekly. 

I 

(3)  It  shows  the  average  price  paid  for  gum  at  processing  plants, 
the  volume  of  receipts,  and  the  estimated  grade  and  content 
of  gum# 

(4)  It  was  originated  in  June  1949  and  is  unrevised. 

(6)  This  report  was  originated  by  the  Naval  Stores  Division. 

(6)  The  original  data  are  the  "Weekly  Report  of  Girni  Purchased,” 
submitted  by  the  processing  plants. 

(7)  It  is  not  duplicated  by  other  reports. 

(5)  No  similar  reports  are  published  by  USDA. 

(9)  The  primary  release  is  by  the  Office  of  Information  which 
telegraphs  the  report  to  Atlanta  for  distribution  to  the 
press  and  radio  in  the  producing  territory;  in  addition  we 
mimeograph  50  copies  for  the  mail  distribution  (mailing 
list)  to  the  processing  plants  and  other  interested  parties. 

(10)  Six  man  hours  per  week  is  spent  on  the  report. 

(11)  The  report  is  complete  for  the  purpose. 

(12)  We  have  no  suggestions  on  this  report. 


Naval  Stores  Division 
Ml-TOB 


Exhibit  A-14 

Reports  Prepared  by  the  Naval  Stores  Division 

(1)  Annual  Progress  Report  - Naval  Stores  Division 

(2)  It  is  annual  end  covers  fiscal  year# 

(3)  It  contains  a narrative  and  statistical  report  on  all 
activities  of  the  Naval  Stores  Division# 

(4)  Annual  reports  by  public  agencies  are  a custom  of  long 
standing  and  BiA  has  required  them  since  its  organization  in 
1945. 

(5)  PTil  Procedure  Instruction  109# 2 covers  this  report# 

- j 

(6)  All  available  operational  data  are  dratvn  upon# 

I 

(7)  It  is  not  duplicated  by  other  reports# 

(8)  It  is  not  readily  susceptible  of  being  combined  with 

other  reports*  * 

(9)  An  original  and  3 copies  are  prepared  by  this  Division# 

(10)  50  man  hours  per  year  are  spent  in  its  preparation# 

(11)  This  report  suffices  for  the  intended  purposes# 

(12)  No  suggestion  is  made  on  this  report# 

( 


/ 
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Haval  Stores  Division 
FWR-TOB 


, Exhibit  A-15 

i*  Reports  Required  or  Received  by  the  Naval  Stores  Division 

(1)  Rosin  Classification  and  Grade  Certificates,  TB-46 

Rosin  Grade  and  Weight  Certificate,  RSA-21, 'Revised 
Turpentine  Field  Classification  Certificate,  TB-52  - 

Loan  and  Sale  Certificate  for  U.  S,  Grade  Rosin,  TB-63 

(2)  These  are  submitted  by  6 regular  and  31  licensed  inspectors. 

(3)  These  are  submitted  as  inspections  are  made,  currently. 

(4)  These  show  identifying  marks,  quantities,  and  grades. 

(5)  Billings  are  prepared  monthly  by  the  Washington  staff  from 
these  inspection  reports, 

(6)  The  were  originated  in  1923. 

(7)  They  are  not  in  need  of  revision. 

(8)  No  duplication  exists  bctiveen  this  and  other  PMl  reports, 

(9)  These  are  not  corabinable  with 'other  reports, 

(10)  One  copy  is  received,  acted  upon,  and  is  retained  in 
permanent  files, 

(11)  Regulations  under  the  Naval  Stores  Act  are  the  basis  of 
these  reports, 

(12)  The  reports  are  sufficient. 

(13)  This  report  is  basic  to  the  inspection  service. 


Naval  Stores  Division 
m-TOB 


Exhibit  A-16 

i*  Reports  Prepared  by  the  Naval  Stores  Division 

(1)  Billing  for  inspection  services.  Form  TB-47^  48  and  49* 

(2)  These  are  prepared  monthly. 

(3)  They  show  date,  quantities,  and  fees  due. 

(4)  They  v/ere  originated  in  1947  and  have  not  been  revised. 

(5)  Billings  cover  services  rendered  under  authority  of  the 
Naval!  Stores  Act  of  1923  and  Regulations  issued  thereunder* 

(6)  The  billings  are  prepared  from  the  inspection  certificate* 

(7)  The  billings  do'  not  duplicate  other  PJ/E  reports, 

(8)  They  cannot  bo  combined  vj-ith  other  reports, 

(9)  ¥ife  prepare  throe  numbered  forms,  TB-47,  TB-48,  and  TB-49, 
and  two  carbon  copies, 

((10)  Compiling  inspection  reports,  preparing  billings,  and 

accounting  for  receipts  require  an  average  of  120  man  hotirs 
per  month,  • 

(11)  The  billings  suffice  for  the  purpose, 

(12)  These  reports  are  essential. 


MANAGETCTT  B5PR0VEMBNT  STATUS  REPORT 


^ Exhibit  B-i 

\ 

’ 1.  Branch  or  Office  Naval  Stores  Div>j  PHA"TOB 

2.  Date  7/25/50 

3«  This  Report  covers  Management  Improvement 
Statement  No,  TB  17 

h*  Action  Taken  from-  Sept,  2,  19h9  to  June  30 j 19^0 

Man  Years  Actually  Spent  on  Solution  None 

5*  Action  to  be  Taken  Durijig  Fiscal  Year  1951:  None 

6,  Action  to  be  Taken  During  Fiscal  Year  1952;  None 

7*  Economies  or  Improvements  in  Service  ^%ich  Have  Resulted  from  Action 

Taken  j 


None,  Agricultural  Act  of  19h9  did  not  contain  authority  for  produc- 
tion payment  type  of  program* 


mNAGKf'ffiNT  B.™VF.M:GI\TT  xSTATIJS  report 


Exhibit  B-2 

/ 

1,  Branch  or  Office  Naval  Stores  Piv.^  PM-TOB 

2.  Bate  7/15/50 

I 

3*  This  Report  Covers  Management  Improvement 
Statement  No.  TB  l8 

U.  Action  Taken  from  Sept.  2,  19h9 to  June  30,  19^0 

Man  Years  Actually  Spent  on  Solution  l/l2 

5.  Action  to  be  Taken  During  Fiscal  Year  19?1: 

Efforts  to  inaugurate  a market  news  service  will  be  continued; 
once  started,  supervision  of  the  service  wall  become  the  princi- 
pal task* 

6*  Action  to  be  Taken  During  Fiscal  Year  19?2i  Same  as  5 above* 

7*  Economies  or  Improvements  in  Service  Miich  Have  Resulted  from  Action 
Taken*  ^ 

This  market  news  proposal  v/as  included  in  the  Department >s  long- 
range  plan  for  market  news  development  and  has  been  favorably  con- 
sidered by  the  Senate  subcommittee  on  agricultural  appropriations* 


.'1i':,  *:•  - -*.■ 
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RmGBfilNT  BfPROVE^^KT  STATUS  REPORT 

Exhibit  B-3 

1»  Branch  or  Office  Naval  Stores  Div»  ^ PI\l[A-»TOB 
2.  Date  7/lj/gO 

3*  This  Report  Covers  Management  improvement 
Statement  No*'  TB  “•  19 


U#  Action  Taken  from  Sept*  2,  19ii9 


to  June  30,  1950 


Man  Years  Actually  Spent  on  Solution 


5*  Action  to  be  Taken  During  Fiscal  Year  1951; 

Continue  liquidation  of  rosin  under  monthly  sales  price 
announcements  on  basis  of  offers  and  accept.ances  pursuant 
to  sales  announcement  (Announcement  TB-12)  currently 
effective* 

6.  Action  to  be  Taken  During  Fiscal  Year  1952: 

Same  as  5 above* 

?•  Economies  or  improvement  in  Service  i^Tiice  Have  Resulted  from  Action 
Taken : 

9 

Producers  were  permitted  .to  redeem  rosin  from  the  19U9  loan 
until  April  1,  1950  and  7,170  drums  r/ere  so  redeemed.  From  April  1 
to  the  close  of  fiscal  »50,  CCC  sold  5,52li  drums  under  action  out- 
lined in  5 above. 


imkGm^m  b^provet'CTt  status  report 


Exhibit  B-ii 

1.  Branch  or  Office  Naval  Stores  Piv,^  PM-TOB 

2.  Date 

3*  This  Report  Covers  Management  Improvement 
Statement  No*  TB  - 20 


I10  Action  Taken  from  Sept,  2^  19 1;9 to  June  30,  .1950 

I 

Man  Years  Actually  Spent  on  Solution  1 

$ 

5*  Action  to  be  Taken  During  Fiscal  Year  1951: 

Reports  mil  continue  to  be  analyzed  and  summaries  issued* 

6*  Action  to  be  Taken  During  Fiscal  Year  1952: 

Same  as  5 above,  ^ 

7*  Economies  or  Improvements  in  Service  Y-hich  Have  Resulted  from  Action 
Taken: 

) 

A rough  draft  of  the  first  report  on  foreign  demand  and 
' supply  conditions  for  naval  stores  has  just  been  completed 
and  is  in  process  of  being  reviewed  and  published*. . 


/ 


wmommT  imovsi^iT  status  report 


Exhibit  b-5 


1,  Branch  or  Office  Naval  Stores  Div*,  PM-TOB 

2.  Date  7/l^/gO  / 

3#  This  Report  Covers  Management  Improvement 
Statement  No,  TB  — 21 


h*  Action  Taken  from  Sept*  2,  19h9  to  June  30,  1950 


Man  Years  AC'^^^a'lly  Spent  on  Solution  l/50 

5*  Action  to  be  Taken  During  Fiscal  Year  1951;  None 

6,  Action  to  be  Taken  During  Fiscal  Year  1952:  None 

7#  Economies  or  Improvements  in  Service  which  Have  Resulted  from  Action 
Taken: 

The  Bureau  of  Agricultural  Economics  completed  a rough  draft 
■vdiich  Yias  unsatisfactory  in  some  respects*  It  is  being  ^redrafted 
and  it  is  hoped  that  a Situation  report  for  naval  stores  soon  will 
be  issued.  The  Naval  Stores  Division  will  continue  cooperating 
and  collaborating  to  whatever  extent  is  requested  by  3AE* 


JMAGSHENT  D'lPROVSI'^vIT  STA'ITJS  REPORT 


Exhibit  b-6 

1*  Branch  or  Office  Naval  Stores  Div#>  PM^TOB 
2,  Date  7/lg/gO 

3»  This  Report  Covers  Hanagemcnt  Improvement 
Statement  No*  TB-22 

li.  Action  Taken  from  Sept*  2,  19 U9 to  June  30,  19^0 

I 

Man  Years  Actually  Spent  on  Solution l/lO 

Action  to  be  Taken  During  Fiscal  Year  1951: 

Efforts  to  obtain  more  adequate  f\mds  will  be  continued. 

6.  Action  to  be  Taken  During  Fiscal  Year  1952; 

Efforts  to  obtain  more  adequate  funds  TrLll  be  continued. 

7*  Economies  or  improvements  in  Service  Y’hich  Have  Resulted  from  Action 
Taken ; 

The  results  of  action  taken  on  each  aspect  of  this  problem  included 
in  the  Statement  of  September  19i;9,  ere  as  follows; 

(1)  No  funds  have  been  available  for  inspector-trainees* 

(2)  No  expansion  of  regulatory  work  has  been  undertaken. 

(3)  An  additional  chemist  T'as  employed  and  proved  hi^ly  use- 
ful* It  now  appears  problematical  “vfliether  he  can  be 
retained  under  prospective  action  to  reduce  appropriations. 

(It)  It  has  not  been  possible  to  augment  the  supply  of  standards. 


